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REHABILITATION OF THE BANKOUANA 

IRRIGATED POLDER
 

I. 	 DESIGN 

The objective of this project component was to increase rice. 
production to 3000 kg/ha over an expanded area of 640 ha involving 
160 families. The design called for a mix of expertise, training and 
construction to rebuild a gravity-fed irrigation system which had been 
poorly designed and fallen into inoperable disrepair. To achieve 
this, the PP planned the following input-output equation. 

Inputs 	 Outputs
 

1. 	Technical Assistance: 1. Fumctioniig irrigation
 
$549,000/0 in PYs 2, 3, 4* system within 640 ha polder
 

with highly 	productive rice 
a. 36-mo. 	 irrigated rice varieties. 

specialist
 
b. 	 12 mo. water mgmt. specia- 2. Improved water use (small
 

list paddies, leveling, control
 
c. 	 8 mo. engineering, other gates).
 

consultants
 
3. 	Cadre of technicians capabl
 

2. 	Commodities: of system operation and
 
$263,500/0 in PY 1 agricultural extension.
 

a. 3 tractors, 5 pumps, 	 4. System management using 
threshers, weeders, seeders, village structure. 
plows, harrows, sprayers, 
and 	cultivators 

b. 	 Shovels, picks, wheel­
barrows, etc.
 

c. 	 Construction and crop trial
 
materials
 

3. 	Training:
 
$281,000/0 in PYs 2, 3
 

a. 1 24-mo. post-grad. engineering
 
b. 3 6-mo. rice production
 
c. 2 3-mo. BLM work/study 
d. 8" -p'.mo. other third country
 
e. 100 -p.mo. in-country
 

* These are'the projected USAID/GRM costs from PP financial tables 
'with 15%.contingencies and 8% inflation compounded annually with,
 

the project years of major implementation activity.
 



Inputs 	 Outputs 

4. 	 Studies: 
$117,500/o in PY 4
 

5. 	 Design and Construction: 
$798,000/$57,000 in PYs 2, 3 

Although fundamentally sound in assistance and training components, 
the design was based on several erroneous technical assumptions. First, 
even though the PP questioued the adequacy of irrigation water supply, 
the design made no provision for an initial hydrological study of the 
seasonal river feeding the system (nor for a pedological survey of the 
perimeter soils). The technical feasibility of the system was 
apparently based on an "indication that the Koba river runs up to 
5 cumecs during the wet season" (PP, p. 8 ). The recently completed study 
of river flows versus irrigation needs at the Bankoumana polder in­
dicates dry-year flows of 1.01 to 2.37 cumecs, or approximately one­
half of the PP's casual estimate. 

Secondly, the design and construction methodology outlined in the 
PP were problematic for Bankoumana: land-leveling with oxen disregards
 
the 	small size of N'Dama breeds and the hardened-dwy and slippery-wet 
hydromorphic gleysols in the polder; use of canvass spillways 
demands extremely careful operation and maintenance to avert high 
replacement costs, water waste and flooding; labor-intensive earthmoving 
underestimates the quantity and cost of work necessary to rebuild
 
the system; and, timely completion of designs and close supervision
 
is beyond present Genie Rural capabilities.
 

Finally, the PP overestimated the potentially cultivable land as 
well as the possible rate of increased production. A survey of the 
soils and polder plan indicate only 550 ha of actually recuperable 
paddy land. Several years are minimally necessary to attain the target 
yields due both to the disruption of the topsoil from the construction 
and to the testing and refinement of the agricultural program and 
techniques. These assumptions resulted in a general underestimation 
of the size, complexity and hence, costs of design, construction and
 

production at Bankoumana. This project component warranted a more
 
knowledgeable, technically realistic foundation in hydrological analysis, 
construction methodology, and agricultural projection. 

On the other hand, the social and managerial analyses of the present 
and planned system of irrigation are both detailed and accurate. The 
descriptions of duties, operations and relationships of the water 
user associations, watermaster, village council and commission, the OHV 
sector chief and technical assistants provided sound guidance for 
later implementation. Yet, even this thorough analysis tended to 
underestimate the managerial and logistical weaknesses of the OV. 



In sum, despite these technical and operational oversights,
 
this subproject design included enough contingencies to be feasible;
 
the objective and outputs were a direct function of the inputs, both 
qualitatively as well as quantitatively. 

II. IMPLEMENTATION
 

Two 	 years behind the project schedule the Genie Rural is completing 
the final design and contract for a first phase reconstruction of the
 
Bankoumana polder. Therefore, of those planned in the PP and listed
 
in the preceeding section, the only inputs delivered to date are: 

1. 	 Technical Assistance: ($300,000/0 in PYs 2, 3) 

a. 	 2-yr. irrigated rice specialist 
b. 	 -
C. 	 ­

2. 	Commodities: ($230,40o/0 in PY 2)
 

a. 	 3 tractors, w/plows, harrows, trailers and 
land plane 

b. 	 ­

3. 	Training: ($15,000/0 in PY 3)
 

a. 	­
b. 	3.3-mo. rice production at WARDA
 
C. 	 ­

d.­
e. 	 ­

4. 	 Studies: 0 

5. 	Design and Construction: ($1,000,000/0 in PY 4 /-ebtimateld)
 

Both the technical assistance and commodities are presently being
 
used for trials at a pump-irrigated polder at Farabana, 15 km. from 
Bankoumana. Results from these trials will undoubtedly be of value at 
Bankoumana. However, one of the three tractors is already out due to 
a cracked piston and the land plane is inoperable since its couplings 
are incompatible with those on the necessarily larger CAT's. AID/Mali 
did not order any parts with the tractors and attachments; nor have 
the drivers and mechanics received any training. 

The roots of the two year implementation delay in the planning and 
construction of the polder are clear. Both the original LBII team and
 
USAID project manager questioned the feasibility of this project 
component. At first they doubted the adequacy of the irrigation water 
supply and preferred to disregard this project component ("Best let
 
this dog sleep for a while", first project manager's departing memo, 



2/28/80). They relied on the Genie Rural's inaction rather than call 
for technical assistance to do a detailed analysis as was recommended 
by a visiting IITA agronomist and financially anticipated in the PP and 
LBII contract. And up until the evaluation the LBII team continued to 
doubt the wisdom of this project component citing OHV's operational 
overload and prefering supplemental investments at the Farabana polder. 
This reluctance was exacerbated by the Genie Rural's delay ir completing 
the studies, plans and contract necessary to start construction. The 
PP may have naively assumed the Genie Rural to be capable of such timely 
design work. Yet it also planned for short-term irrigation assistance 
ostensibly to avoid just such a technical impasse. But, such assistance, 
provided in the original LBII contract, was never called for and the 
burden of analysis remained on the Genie Rural and USAj.D. 

Doubts over the adequacy of the water supply were-finally
 
assuaged earlier this year by Genie Rural project and USAID regional 
engineers' analyses. The Genie Rural has just prepared a detailed 
study, design and construction contract for the reconstruction of the im­
pounding dam and dikes, the 5-km. primary canal and associated gates 
and of a secondary, tertiary and quartenary system with land leveling 
for an approximately 100-hectare polder as shown on the following page. 
The OHV and AID/Mali plan to sign a $1,000,000 construction contract 
with the Genie Rural and OTER shortly with work start-up scheduled 
after harvest in January 1982. AID/Mali is preparing an Implementation 
Letter for 09V describing the necessary conditions precedent to
 
disbursement (approved water user contracts, management system and 
construction designs and contract) as %ellas the necessity of respecting 
the operational concepts of the irrigation system outlined in the PP.
 
rFulfillment of these conditions is essential to the successful develop­

ment of the system. 

The LBII irrigated rice specialist is available and able to take 
competent technical charge monitoring the construction works, develop­
ing an agricultural program and beginning training and extension 
lactivities. With reinforced and focused support and follow-up from 
AID/Mali and a new project manager, the construction, training of
 
technicians and provision, organization and extension of the farmers
 
in the 100 ha. polder can be completed by 7/82, two years later than
 
planned. Although rice yields within the 100 ha. polder are expected 
to increase dramatically in the next two years, neither the targeted 
yields of 3 tons/ha, nor further polder expansion can be achieved by the
 
project completion date. 

III. ISSUES 

In order to trace the most effective path for the future of this
 
subproject, several outstanding questions - due in part to changed
 
circumstances - must be resolved.
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Management,,
 

Effective technical management is essential to the development
 
and operation of the Bankoumana polder. Correct water management will 
prevent water waste and waterlogging - critical concerns at Bankoumana 
due to the limited, seasonal water supply - while assuring adequate 
and regular water flows for irrigation. Both the project, through OHV,
 
and the pdlder farmers share this responsibility. The project must 
provide the technical direction and supervision for the regulation, 
operation and maintenance of the primary system. And the water users 
must organize themselves to operate and maintain their own canals and 
paddies, to assess and collect users' fees, and to settle differences 
with the OHV. 

Irrigation is by nature a cooperative enterprise: each farmer is 
affected by his neighbor's actions (or inaction), The successful 
operation of an irrigation system will also be a function of the self­
interests of its operatives. The situational "appropriateness" of a 
system's size will further influence its operations. 

The management system outlined for the Bankoumana poulder In the
 
PP is for the most part autonomous, self-sufficient and scaled-down,
 
and is likely to be the most operationally effective at Bankoumana.
 
This system, with minor modifications, is diagrammed on the following 
page. As shown, it should maximize water user control through existing
 
working and organizational relationships, and yet also ensire technical 
supervision and assistance and financial responsibility. The OHV is a 
technical and financial partner rather than an operational one. OHV's.. 
limited involvement will avert adding more logistical and managerial
 
burdens to a presently cumbersome organizational load. This will also 
minimize the system's complexity by limiting the number of operatives. 

Another equally vital aspect of the polder's management is the
 
role of technical assistance. The LBII rice specialist, originally
 
planned to assist at Bankoumana, is presently conducting varietal and
 
cultural trials at another polder overseen by OHV. In crder to benefit 
fully from this specialist's experience, he must have primary respon­
sibility for the development and initial operations of the polder. The
 
OHV, its zone chief and the watermaster must respond to his counsel 
on both managerial and technical questions during start-up and initial 
loperations. AID/Mali will also have to considerably strengthen its own 
project management in order to assist and support the rice specialist's 
central position in making the polder productive. This combination of 
a self-sufficient farmer organization, semi-autonomous polder staff and 
focused, AID-backed technical assistance is necessary to ensure pro­
ductive returns on the agricultural investment in the Bankoumana polder. 

Costs and Fees:
 

As described in "Management", the polder farmers will pay an 
annual users' fee for irrigation water. These fees must pay for 
1) the salaries of the polder's technical and administrative managers, 

Vj/,k Ibor and materials necessary to clean and repair the primary 
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system's dam, dikes, spillways, gates, sluices and canal, and 3) a fund 
to provide future counterpart financing for eventual expansion of the 
system. To estimate these fees, a preliminary calculation of the 
system's initial and recurrent costs is necessary,
 

Based upon the Genie Rural's preliminary contract document, the 
estimated construction costs of the primary supply system and initial 
100-hectare polder development are: 

- Primary system: dams, dikes, gates, spillways, regulators 
and canal ................ FM 330,000,000 

- 100-hectare polder: secondary, tertiary, quartenary canals, 
spillways, gates, bunds and leveling .................. FM 220,000,000
 

The primary system is necessary to irrigate the total 610 hectares
 
of potentially arable polder land. Distributing the primary system's
 
initial costs over the potentially arable polders (that is, less
 
approximately 10% to account for arable surface lost to canals, bunds,
 
roads, etc., hence 550 ha. of surface actually cultivated) yields
 
approximately FM 600,000/ha. Likewise, applying the initial costs of
 
the secondary, tertiary and quartenary system over the surface irrigated
 
in this initial 100-ha. polder (again, as before, less approximately 10%,
 
hence 90 ha. of surface actually cultivated) yields approximately 
FM 2,444,000/ha. The sum of these unit costs for the primary system 
and the 100-ha. polder is FM 3,044,000/ha. and represents the initial 
investment in each completely developed and irrigated hectare in the polder. 

The calculation of recurrent costs sums up perating expenses for 
management, labor and materials. It also assumes that the OHV will 
initially pay most of the salary of the zone chief since he also has 
responsibilities outside of the polder, at least until full expansion
of the polder several years hence. Therefore, the estimated annual 
operating expenses are: 

Primary system: 

- Management salaries (zone chief, extension 
agent, water manager axd administrative 
assistant at FM 660,00/yr.).............° ..... FM 2,310,000 

- Maintenance labor (30 p.mo. at FM 20,000/mo.),..FM 150,000 
- Maintenance materials ............. ,, ......... FM 250,000 

100-ha. polder: 

- Water users rep. "prime"1...5 .FM 0,000 
- Maintenance labor (self-help) 

Contingencies at 10%. ........... ................... FM 290,000 

Total........F!M 3,150,000
 

Payment for these annual operating costs will be apportioned among
 
the irrigated parcels, and the farmers (water users) in the 100-ha.
 
polder will initially bear the full burden of all these operating 



expenses. Therefore, the annual cost to each irrigated hectare in the
 
polder is approximately FM 35,000/ha.
 

Finally, the farmers who will benefit from the development of the 
initial 100-ha. polder could also be required to pay into a "counterpart"
fund for future development of additional parcels. As shown above, the 
present cost 
 of developing additional parcels is FM 2,440,000/ha.
 
Adding one year's inflation yields FM 2,684,000/ha. Both the following

farmers budget (see Mechanization) and the water users' fees charged at
 
the Bankoumana polder (600 kg. of paddy/ha./yr.) indicate that the polder

farmers could afford a maximum "counterpart" surcharge of only 
FM 100,000/ha.
 

Mechanization: 

The OHV has recently requested the purchase of additional tractors 
for expanded use both at Bankoumana and at other zones in the region.

OHV would like to "rent" tractor services to farmers for a fixed fee in
 
cash or cereal. This motorised mechanization program would certainly be
 
more 
 costly, and would probably be less effective than an animal traction 
program in the same zone.
 

The tables on the following page compare the estimated per hectare 
budgets for a farmer using animal traction (5 hectares) and one using

farm tractors (60 hectares). A present value analysis of respective

annual costs is also shown. These analyses take into account the real
 
costs (purchase, care, repair, etc.) of such mechanization and clearly

indicate the comparative expense of farm tractor use. The annual costs
 
per hectare for tractor use, and their five-year present values, are almost
 
twice the comparable costs of the use of stand~ard OHV equipment with 
oxen teams. Although motorization alone has been shown to increase crop

yields by 10-20% due to better and faster tillage, such increases in
 
yields will not offset the twofold increase in real annual costs due to
 
tractor ownership and operation as shown in the illustrative budgets.

Low rural wage rates (750 FM/day), the lack of inexpensive supporting

services (eg. MF dealerships) and high fuel costs (450 r:/liter of deisel)

combine to make tractor use much less economically attractive than animal 
traction. This economic reality was recently recognized by the ONAIA 
in Niger, a regional organization responsible for the development of 
Niger's flood plains which is starting to replace tractor service with 
individual animal traction units. 

The difficulty of supporting and operating tractors in the 0HV is 
well illustrated by the present state of three, USAID-financed MF265 
(60-HP) tractors and attachments, delivered last year. One tractor is 
inoperable due to apparent motor abuse and the other two show signs of 
excessive wear. 0HV is not properly operating and maintaining these
 
machines, increasing annual costs in fuel consumption, repairs and down-time.
 
Expanded tractor use would, therefore, require an additional several
 
hundred-thousand dollar investment in an equipped shop, parts stock,

intensive training and technical assistance to support and ensure optimal
operation and maintenance. Even then, conditions noted in most project­
operated garages throughout Mali indicate that the fleet would not 
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ANIMAL TRACTION AND TRACTOR MECHANIZATION
 

ESTIMATED ANNUAL COSTS, PRESENT VALUES AND BUDGETS
 

(Based on CEEMAT and "Machinisme Agricole" studies with a 5% internal
 
rate and a 15% fuel rate of inflation, a 10% interest rate and a
 
5-year time period.)
 

Animal Traction
 

Assumptions:
 

- Total surface worked per season = 15 ha. (small family farm)
 
- Complete field operations = 54 hrs./ha. (10 days)
 
- Purchas price of oxen team = 230,000 FM
 
- Purchase price of equipment set = 270,000 FM
 
- Labor cost = 750 FM/day farm labor
 

Annual Costs and Present Values per Hectare:
 

- Loan: 500,000 FM over 5 years at 10% interest 
PV Loan = 500,000 PV (5 yrs., - , 10%) + 5 ha. 

= 100,000 FM/ha. 
- Labor: 2 men for 10 days at 750 FM/day = 30,000 FM 

PV Labor = 15,000 PV (5 yrs, 5%, 10%) " 1 ha. 
= 65,4oo FM/ha. 

- Feed: 20 kilo fodder/oxen/workday at 25 FM/kilo = 10,000 FM 
PV Feed = 10,000 PV (5yrs. 5%, 10%) 4 1 ha. 

= 43,600 FM/ha. 
- Repairs: 5,000 FM/year 

PV Repair = 5,000 PV (5 yrs, 5%, 10%) 1 5 ha. 
= 4,4G0 FM/ha. 

- Veterinary: 8% of oxen purchase price = 18,400 FM 
PV Vet. = 18,400 PV (5yrs., 5%, 10%) 4 5 ha. 

= 16,000 FTM/ha. 
- Herding: 200 child-hours (750 FM/2)/year = 37,500 FM 

PV Herd = 37,500 PV (5 yrs, 5%, 10%) 1 5 ha. 
= 32,700 FM/ha. 

- Equipment salvage: 20% of purchase at 5 yrs. = 54,000 FM 
PV Salvage = 54,ooo (1+5%/1+10%)5 S5 ha. 

= -8,600 FM/ha. 
- Oxen resale: 50% of purchase at 5 years = 115,000 FM 

PV Resale = 115,000 (1+5%/1+10%)5 . 5 ha. 
= -18,200 FM/ha. 

PV Total = 294,300 FM/ha.
 

Indicative Farm Budget:
 
Year 1 Year 2 Year 3 Year 4 Year 5
 

Antrac:
 
Credit 26,400 26,400 26,400 26,400 26,400
 
Antrac labor 15,000 15,800 16,500 17,400 18,200

Oxen feed 10,000 10,500 11,020 11,580 12,100
 
Equipment repair 1,000 1,100 i,100 1,200 1,210

Veterinary 3,700 3,900 4,100 4,300 4,500

Herding 7,500 7,880 8,270 8,630 9,100
 
Equipment salvage - 13,800 
Oxen resale - ­ - 29,400

Seed: Rice 150 kg/ha. 27,800 29,100 30,600 32,100 33,700
Fertilizer: Urea & Phos 33,800 38,900 44,700 51,400 59,100 
Field Lalor: 25 days 18,750 19,690 20,670 21,700 22,790 



Farr.Tractor
 

Assumptions:
 

- Total surface worked per season = 60 ha. (several small farms) 
- Complete field operations = 9 hrs/ha./l day) 1 

- Purchase price (42HP, MF245 w/attachments) = 20,000"000 FM 
- Labor cost = FM 2,000/day driver 

Annual Costs and Present Values per Hectare:
 

- Purchase: FM 20,000,000 over 5 yrs. at 10% interest 
PV Loan = FM 20,006,000 PV (5 yrs., - , 10%)/60 ha. 

= FM 333,3C0 
- Labor: FM 2,000/day at 1 day/ha. 

PV Labor = FM 2,000 PV (5yrs, 5%, 10%)/l ha. 
= FM 8,700 

- Fuel: 0.12 L/hr./HP at 42HP, FM 450/L and 9 hrs./ha. 
PV Fuel = F4 20,412 PV (5 yrs., 5%, 10%)/1 ha. 

= FM 89,000 
- Repairs: 6% of purchase price/yr. 

PV Repair = FM 1,200,000 PV (5 yrs., 15%, l0%)/60 ha. 
= FM 117,000 

- Shelter: 1% of purchase/yr. 
PV Shelter = FM 200,000 PV (5 yrs., 5%, l0%)/60 ha. 

= FM 14,500 
- Salvage: 30% of purchase price after 5 yrs. 

PV Salvage = FM 6,000,000 (1+5%/1+10%)5/60 ha. 
= FM 79,300 

PV Total = FM 481,400 

Indicative Farm Budget:
 
Year 1 Year 2 Year'3 Year 4 Year 5 

Tractor: 

Purchase 87,933 87,933 87,933 87,933 87,933 
Labor 2,000 2,200 2,400 2,700 2,900 
Fuel 20,400 23,500 27,000 31,000 35,700 
Repairs 20,000 23,000 26,500 30,400 35,000 
Shelter 3,700 4,000 4,400 4,900 5,400 
Salvage - - - 1,000,000 

Seed: Rice 150 kg/ha. 27,800 29,100 30,600 32,100 33,700 
Fertilizer: Urea & Phos. 33,800 38,900 44,700 51,400 59,100 
Field Labor: 5 days 3,800 4,ooo 4,200 4,400 4,600 



operate at less than 70% capacity. 

It is doubtful whether tractor use would even increase production 
of the target populations over the long run. Most large rural develop­
ment organizations throughout the Sahel, including SAED in Senegal, 
ORDEST in Upper Volta, and Mali's own Actions, Ble and Riz-Sorgho were 
not able to establish effective and timely systems to deliver agricultural 
inputs to farmers. And if the last two years serve as an example, OHV 
is hard pressed enough trying to deliver animal traction, seeds and
 
fertilizers without the exponentially more complex and demanding burden
 
of tractor services.
 

A final note concerns plowing problems at the Bankoumana polder: 
heavy soil conditions and wild rice rhizomes. Neither problem necessitates 
regular motorized tillage. As demonstrated at Riz Segou and at ONAHA in 
Niger, oxen teams are capable of plowing the heavy gleysols of the 
Niger's alluvial plains. Timing with the first rains is, of course, 
important, and preliminary tillage after harvest might be necessary in 
sections with very low (< 15%) sand contents. However, as confirmed by 
the LBII specialists, the polder farmers can follow this agricultural 
program without tractors. The wild rice poses a more tenacious problem. 
The tizomes must be exhumed from a depth of 30-40 cm., exposed to the sun, 
and dried out. The construction contract calls for an initial deep 
plowing to eliminate existing wild rice infestation, but a re-infestation 
can be expected in several years. Although deep plowing by tractor is 
usually called for, shallow plowing by oxen with a herbae appears to be 
a viable alternative. The LBII rice specialist intends to investigate 
this problem further while working at Bankoumana.
 

IV. RECOMMENDED CHANGES 

The original equation for this project component has now changed
 
quantitatively, but not qualitatively. The following modifications 
represent the optimal use of presently available project resources and
 
the realistically probable results of their application.
 

Outputs:
 

* This subproject's targets must be considerably reduced: approxi­
mately 25 families farming 100 ha. of irrigated rice yielding 2500 kg./ha.
 
with a potential for inexpensive expansion. The outputs remain quali­
tatively unchanged since the objectives remain a functioning irrigation
 
system with high production and improved water use, a cadre of operation
 
and extension technicians and a village-level management structure. A
 
further expansion of the polder should await the attainment of these
 
objectives in the smaller "pilot" system.
 

Inputs:
 

1. Technical assistance:' The focused services of the rice pro­
duction specialist will be necessary until the end of project. He must
 
have increased responsibilities beyond his present duties: monitoring
 
and assisting initial construction, developing an appropriate agricultural 



program, setting up intensive training and extension sessions, organizing 
a water management system, and facilitating the timely and adequate
delivery of credit equipment and agrochemicals. USAID/Mali must ensure 
and support this mandate to make the Bankoumana polder productive as an 
example to both farmers and OHV. The USAID regional engineer and
 
agronomist familiar with the project must provide technical support as 
necessary.
 

Short-term assistance will be necessary to conduct a survey of 
affected farmers in order to pinpoint (and eventually overcome) their
 
individual agricultural constraints. Short-term health assistance will
 
also be required to set up a program to monitor the incidence of
 
shistosomiasis (see separate Health component analysis).
 

2. Commodities: OHV does not have enough agricultural equipment

in stock to assure the provision on credit of complete sets of animal 
traction equipment (tool bar, plow, cultivator, and seeder). The purchase

of 25-30 complete sets with oxen teams is necessary to insure maximum 
productivity in the rebuilt polder. All construction work and initial
 
deep plowing will be done under contract. Tools for maintenance can be 
purchased from irrigation fees. Additional farm tractors and pumps will
 
not be necessary.
 

3. Training: Intensive training is sorely needed. Three techni­
cians are receiving a short 3-month course at WARDA and the Genie Rural
 
has chosen an engineer, Chief of Section, for a 6-month work-study program

in land reclamation in the U.S.A. 
However, more technical training, as
 
outlined in the PP, is needed. Specifically: at least two agricultural

technicians should be sent to the annual, bilingual rice production course 
at IITA in Nigeria. IRRI in the Phillipines offers short irrigation

engineering courses in English to which the project should send one or 
two engineer-technicians. Longer-term training is, 
at this point, counter­
productive due to the GRM's limited pool of technical manpower. 
An
 
intensive, on-site training program is imperative. Topics for the 
extension agents and the irrigation managers include system operation

and maintenance, record and stock keeping, animal traction techniques,

animal health and nutrition, and rice cultivation. Farmers need to
 
learn the techniques of animal and equipment use and care, rice cultiva­
tion practices, and basic water management. The LBII rice production
 
specialist can develop this program.
 



VI. PROJECT DIRECTION AND MANAGE4ENT
 

The previous section reviewed the results obtained in the various project 

components in comparison to the progress anticipated in the project planning 

documents: the Project Paper and the Project Grant Agreement. This section will 

look at the effectiveness of project management in general and in relation to the 

progress achieved in meeting project objectives. Particular attention will be 

given to project planning, to the management and monitoring of project 

implementation and to the budgeting, controlling and accounting of project
 

funds. Consideration will also be given to the collaboration and communications
 

between the principal participants in the project: OHV, USAID, LBII, GRM
 

Ministry of Agriculture (formerly Rural Development) and the farmers.
 

InUSAID funded projects inMali, the Project Director is the Malian who is in
 

charge of the implementation of a designated project. The Project Manager isthe
 
AID officer responsible for monitoring project implementation and arranging for
 

needed USAID or AID/Washington support to the project. This section of the 
Evaluation Report, as indicated by the title, will review both OHV project
 

direction and USAID project management as used inthe Malian context.
 

A. Project Implementation
 

As indicated inSection IV above, each of the project components isbehind
 
schedule, some considerably so. The immediately obvious reasons for the
 
delays were given inthe Section IVpresentations. This section will analyze
 
the more fundamental problems or issues underlying those reasons and make
 

suggestions and recommendations for improving project implementation inthe
 

future.
 

Some of the more basic problems contributing to poor-projecteimplementation
 

performance include the following:
 

1)Frequent deviations from original plans;
 

2) Inadequate and ineffective planning; 



3) Ineffective use of technical assistance; 

4) Inadequate and ineffective systems for monitoring, project, performance; 

5) Poor collaboration and communication;, and 

6)Lack of training and orientationineffective management techniques.
 

1. Deviations from Project Plans
 

When decisions are made to deviate from original project plans, project
 
implementation delays usually result. Deviations from plans usually
 
require some additional planning, frequently re-programming of funds and 
sometimes re-orientation and possibly training of project personnel. In
 
spite of the inherent delays in project implementation from deviations from
 
plans, such deviations may be necessary. This isparticularly likely when
 
the project design was based on invalid assumptions.
 

Even if it appears that it is necessary to modify project plans, there are
 
certain actions that can be taken to minimize implementation delays. The
 
most important step isto analyze why the project plan seems faulty,,
 
explore alternatives and do a careful analysis of the implications of the
 
most promising alternatives in terms of their impact on the total life of
 
the project and on the project budget. A significant extension of the
 
period of implementation of the project can have a very serious impact on
 
the project budget. This in turn can have a seriously adverse effect on
 
the effectiveness of other project components.
 

There have been a number of deviations in project plans, e.g., animal
 
traction, roads, building construction, credit. In addition, there has
 
been delayed action or inaction in disease control, functional literacy and:
 
Bancoumana rehabilitation that were either deliberate or have resulted from
 

inadequate project direction or management. Innone of these cases does it
 
appear that the kind of analysis discussed in the previous paragraph
 
preceded the decision to modify original project plans. In some cases, it
 
appears that decisions were unilateral. In any case, they were not­

properly documented.
 



Proper documentation-would explain the necessity for deviating from project
 

plans and provide a summary analysis of the impact on the project of the
 

changes inproject plans. Documentation would provide a record of
 

agreement to the changes by the appropriate GRM and USAID officials. This
 

record is important to ensure that subsequent project directors or project
 

managers do not re-open already settled issues. Inaddition, a written
 

record ensures that project evaluators do not misinterpret motives for
 

changing project plans or judge decisions without adequate background
 

information.
 

Proper documentation for modification of the project description and
 

implementation plai set forth in the Project Grant Agreement is the Project
 

Implementation Letter (PIL). The appropriate GRM and USAID officials to
 

sign such PILs are the Minister of Rural Development (now Minister of
 

Agriculture, although not fotmalized in a PIL), and the Director, USAID/
 

Mali (Sections 2.1(b) and 7.2 of the Project Grant Agreement). Only six
 

PILSs have been issued. However, a number of changes have been made by the
 

OHV Director, either unilaterally or with the concurrence or acquiescence
 

of the USAID Project Manager, and some changes have been made by USAID, 

possibly with the concurrence of the DHV Director. 

As a result, there has been considerable modification of the original 

project, apparently without the concurrence of the responsible parties, the 
GRM Minister and the USAID Director. At best, this reflects sloppy 

management practices; at worst, it has caused delays in project 

implementation and risked the achievement of project objectives. Possibly
 

it would have been avoided with proper management supervision, particularly 

on the part of the USAID. 



RECOMMENDATIONS
 

(29) 	 That PILSs be prepared to document significant changes that have taken place 

in the project strategy and in the project implementation plan, e.g., the 

road construction program (road standards and specific roads), building 

construction, animal traction, Bancoumana, credit. 

(30) That any future changes in the project strategy or the project 

implementation plan be made only after thorough analysis of the consequences 

of the changes, and after both parties have concurred in the changes and set 

forth their concurrence in an appropriate document. 

2. Inadequate and Ineffective Planning
 

In his report on the USAID technical assistance program in Mali 1, Roush
 

suggested the need for three types of project planning: pre-project 

planning, review of the project plan at project initiation and in-progress 

planning. The review of this project verifies the need for such planning.
 

a. Pre-Project Planning 

There appears to have been little, if any, real collaboration in the 

design of the project. The design team did have the benefit of the 

advice of expatriates who were resident in Mali and who were conversant 

with Malian conditions. This is no substitute, however, for 

collaboration in project design with the senior personnel of the 

organization who will have responsibility for implementating the 

project. Furthermore, the project as designed was modified in 

negotiations with AID/Washington, negotiations in which only USAID
 

personnel took part.
 

1Roush, James L., Development is a Joint Effort: Discussion Paper on 
Improving the Effectiveness of USAID - Funded Technical Assistance to Mali, 
USAID/Mali, December 15, 1980. 
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Specific issues that appear not to have been jointly addressed, or at
 

least about which there was no meeting of the minds, include the
 

following:
 

1)The role and importance of the animal traction centers;
 

2)	The need by 0HV for technical assistance inthe general area of
 
management and specifically inthe administration of credit; and
 

3) A general project strategy.
 

Certain administrative arrangements also should have been clarified
 

before the Project Grant Agreement was signed:
 

* The types of AID regulations with which OHV would need to comply -­
contracting, procurement, control and accounting for funds, etc.;
 

* The role of the Project Paper, particularly inproject evaluation by

AID; and
 

* The importance of the provisions of the Project Grant Agreement,

especially the conditions precedent and the covenants, and the
 
procedure for modifying the provisions of the Project Grant
 
Agreement.
 

The number of assumptions inthe Project Paper that have turned out to
 

be invalid also suggest inadequate pre-project planning. Examples of
 
invalid assumptions include: 1) the nature and the adequacy of the OHV
 
credit system; 2)water and land availability and ability to use animal
 

traction for leveling at Bancoumana; and 3)the amount of time required
 
to procure equipment and vehicles.
 

b.Review of Project Plan at Project Initiation
 

There was appended to the Project Grant Agreement an implementation plan
 

for the first year. This became out of date very quickly, and
 
apparently was never up-dated. Itwould have been particularly
 

appropriate to have had sessions to review the project strategy and
 
2
implementation plan, as discussed inthe Roush report, at the time
 

the first members of the LBII technical assistance team arrived. It
 

21bid, p. 21-2.
 



would also have been useful to have had OHV-USAID-LBII sessions at 
selected field sites to discuss project components designed to help
 
members of the local community. No information was found indicating that
 

either of these types of sessions were ever held.
 

The chief-of-party of the LBII technical assistance team, in his first
 
monthly report, laid out his ideas on project strategy and presented a
 

short run implementation plan. This appears, however, to have been
 
unilaterally prepared. Certainly, there is no indication that itwas a
 
result of OHV-USAID-LBII discussions nor reflected a consensus of the
 
three parties. Furthermore, not all project activities were covered.
 

c. In-Progress Planning
 

An effective project implementation system would involve the preparation
 
of annual implementation plans and budgets, supported by quarterly plans
 

and budgets. The only joint annual implementation plan appears to have
 
been that attached to the original Project Grant Agreement, which was
 
drawn from the Project Paper, and which appears to have been ignored.
 
Semi-annual work plans were prepared by LBII and discussed by 0HV and 
USAID. However, the 0HV Director disassociated himself from the work 
plans. In effect, the LBII reports provided the chief-of-party's
 

planning, not joint project planning. There have been attempts by the
 
contractor within the last year to introduce within 0HV quarterly plans
 

and budgets for AID-funded activities, but the effort has met with
 
limited success.
 

Apparently, the only regular planning activity by OHV is the preparation 
of an annual campaign plan setting forth acreage, production and
 
commercialization targets by sector. The sectors allocate the targets
 

by ZER, the ZERs allocate by Secteurs de Base, and the Chef, Secteur de
 
Base allocates the targets by village. Most of the end of campaign
 
reports show a wide divergence between the targets and the end results,
 
suggesting the need to review and revise the planning methodology.
 

ti
 



The annual campaign plan is not a realistic or adequate planning
 
document. There isno presentation of previous years results with
 
analysis of the conditions that led to the results. There isno review
 
of the potential production by Secteur, ZER, or SB, accompanied by an
 
analysis of the needs (input and output prices, production inputs, oxen,
 
equipment) to achieve the potential. Inshort, there has been little
 
planning or analysis. Rather, there isa top-down allocation exercise
 
with 	little resemblance to reality because, contrary to some OHV
 
officials' statements, there isvirtually no input from or communication
 
with those ultimately responsible for the production results: the
 
farmers.
 

REMNENDATIONS
 

(31) 	That the preparation of annual and quarterly work plans be instituted
 
immediately for all of the project components and that the quarterly work
 
plans be the basis for, and prerequisites to, the approval of quarterly
 
budgets.
 

(32) That OHV management request short term assistance under the LBII contract to
 
assist OHV inimproving its planning capabilities inAID funded activities,
 
inOHV's annual campaign planning and inother areas where planning is 
needed but not taking place. 

3. Ineffective Use of Technical Assistance
 

A good deal has been written and said by OHV and USAID officials about the
 
inadequacy of the LBII technical assistance team, particularly the first
 
chief of party. Some members of the Evaluation Team are quite familiar
 
with that situation, and the inadequacies and/or mistakes of the chief-of­



party have been discussed elsewhere in this report. However, that 

situation and other alleged shortcomings of the technical assistance team 

are to a large extent a function of 0HV project direction and USAID 
management -- or a lack thereof. 

Important factors to be considered are:
 

a) the perceptions of the role of technical assistance;
 

b) the selection of the technical assistance contractor;
 

c)	the degree to which there is an agreed-upon project strategy and project
 
implementation plan;
 

d) the quality of in-progress project planning;
 

e) the effectiveness of implementation systems, including information
 
systems for monitoring project performance; 

f)	the quality of supervision of the technical assistance contractor and
 
the level of support provided to the contractor; and
 

g)	the level of communication and collaboration between 0HV, USAID, and the 
technical assistance team. 

Frequently the donor and the recipient of assistance have entirely
 

different perceptions of the role of, or need for, technical assistance.
 

AID, like a number of other donors, strives to ensure that its assistance
 

is used effectively and that verifiable progress for the intended
 

recipients has resulted from the aid provided. Ithas learned from
 

experience that this ismore likely to occur if technical assistance
 

personnel are assigned to the project. These personnel are expected to be
 

familiar with U.S. technological and/or management concepts and should be
 

able, therefore, to understand better the logic of the project design. In
 

addition, the sole responsibility of the technical assistance personnel is
 

to 	ensure a successful out'ome of the project. USAID also usually relies,
 

to a considerable extent, on the chief of the technical assistance team to
 

keep it informed of the project's progress and any problems that arise.
 
AID generally prefers to have a long term technical assistance expert
 

assigned for each major project activity or technical discipline.
 



The Malian project director, on the other hand, sees the high cost of U.S.
 
technical assistance. 
He/she also notes that the educational level of the
 
technical assistance experts proposed for assignment frequently is no
 
higher than that of his own senior personnel. He/she concludes that the
 
technical assistance will provide little benefit to his/her organization,
 
particularly if he/she has not had a 
positive experience with a technical
 
assistance-supported activity. 
The goal of the project director,
 
therefore, becomes one of reducing the amount of funds devoted to technical
 
assistance in the hopes of shifting funds to activities or expenditures
 
considered of higher priority by the director. 
Inaddition, if a project
 
director feels some insecurity in his/her position, and this may be at a
 
sub-conscious level, he/she is likely to opt for a less experienced or less
 
educationally qualified chief-of-party because such a chief-of-party might
 
be less threatening, less likely to challenge the project director.
 

Generally, AID will insist on maintaining the level of technical assistance
 
as provided in the project design. This is facilitated when AID does the
 
contracting for the technical assistance. 
 Inthe case of the Operation
 
Haute Vallee project, however, the USAID director continued a policy of
 
letting the host country do the contracting. Even with a host country
 
contract, AID reserves the right to approve the request for the proposal
 
(RFP), contract, and the contractor. USAID was ina position, therefore,
 
to insist that the GRM contract the technical assistance component as
 
planned. The contracting for the Operation Haute Vallee project, however,
 
was according to the 0HV Director's wishes, not USAID's.
 

An RFP was issued for the full technical assistance component, but in the
 
contract negotiations, the number of technical assistance personnel was
 
reduced. Inaddition, the contractor selected did not have the best
 
proposal or the most appropriate chief-of-party in terms of the project set
 
forth in the Project Paper. Infact, the proposal chosen took issue with
 
the Project Paper and in effect presented the contractor's own ideas for a
 
project. This suggests, under the best interpretation, that there was not
 
agreement among OHV and USAID on the project strategy and the project
 
implementation plan. The worst interpretation, which has been alleged, is
 
that factors other than the merits of the proposals entered into the
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selection process. Inany case, OHV made the selection and USAID
1 
acquiesced init, so both OHV and USAID must accept at least partial
 
responsibility for problems that subsequently developed with the technical
 
assistance contractor's personnel over project implementation activities
 
and priorities.
 

Had there been joint OHV-USAID planning, there would have been a process 
for more effectively integrating the technical assistance personnels' 
activities. Although there was no systematic planning or monitoring of
 
project implementation, there were periodic staff meetings -- biweekly for 
a number of months. However, the contractor's chief-of-party was not 
included inthose meetings until May 1980. Ineffect, OHV was treating the 
AID project as entirely separate from its own on-going activities, and was 
excluding the contractor from even the AID project discussions. The 
contractor's isolation was furthered by the number of months inwhich
 
contractor personnel were without vehicles and adequate office facilities.
 
The office facility provided was some distance from OHV and without
 
telephone or electricity for months.
 

Some 0HV and USAID personnel might argue that the personality of the 
contractor's chief-of-party was the principal problem. Even granting that 
that was a serious problem, there isno evidence that the Director of OHV 
advised the chief-of-party orally or inwriting what his shortcomings were 
or what action or change inactivity was expected from him. The Director
 
did advise the USAID Project Manager of his unhappiness with the chief-of­
party. Instead of attempting to bring the parties together to resolve the
 
problem, the Project Manager said ineffect: "Sorry, he's your problem."
 

Insummary, there were problems with the contractor's performance,
 
particularly during the first year of the contract. The OHV attitude 
toward, and supervision of, the project and the contractor may have 
contributed to the problem, and itcertainly was not conducive to resolving 
the problem. Even now, there isnot a clear jointly approved strategy or
 
implementation plan for the project and hence no clear guide­

!The term "acquiesced" isused because there isno implementation letter
 
indicating that USAID approved the RFP, the contract or the contractor.
 



lines for the contract team. Furthermore, the Director refused to accept a 
highly qualified replacement as chief-of-party, insisting rather that he be 
a technical coordinator subordinate to the team's administrative officer 
who was to become the chief-of-party. Thus, the OHV attitude apparently 
continues to be to accept as few technical assistance personnel as possible
 
and to isolate them from on-going OHV operations. 

The USAID attitude and actions have been less understandable. The USAID
 
did not analyze OHV's capability to select and supervise the contractor,
 
which itshould have done before opting for host country contracting. It
 
said nothing when the proposal selected was inconsistent with the Project
 
Paper, nor when the amount of technical assistance was reduced. Itmade
 
minimal effort to ensure that the contract team could be effective in
 
carrying out the project. 
The USAID made no attempt to convince the OHV 
Director of the importance of having a fully qualified chief-of-party. 
Even now, the USAID does not appear to know what itwould like the 
contractor to do and how the team's activities should relate to OHV's 
activities.
 

Elsewhere inthis report ithas been recommended that 0HV and USAID jointly 
develop a project strategy and implementation plan. Ithas also been 
recommended that a highly qualified agricultural officer be recruited as 
chief-of-party of the contractor's technical assistance team. The contract 
team, preferably including the new chief-of-party, should participate in 
the proposed planning activities. As a part of the proposed planning 
activities, a revised scope of work should be developed for the 
contractor. Since the effectiveness of much of the AID-funded activities 
depend upon the effectiveness of OHV, the contractor's team and scope of 
work should be modified as necessary to support general 0HV operations. 
Particular exphasis should be placed on planning, monitoring of project 
performance, improved financial management and other modern management 
techniques. 



REC04TMEDATIONS 

(33) That the contractor's scope of work and team composition be reviewed and
 
revised as part of a general review of project strategy and the preparation
 
of an implementation plan for the duration of the project.
 

(34) That OHV and USAID agree on some principles governing the supervision of the
 
contractor along the lines set forth in the previously cited Roush report,
 
pp. 43-4. 
This would include a procedure for joint evaluation of the
 

contractor's performance (Roush report pp. 47-8).
 

4. Inadequate and Ineffective Project Monitoring
 

Effective project monitoring involves the preparation of implementation
 

plans with time-phased performance targets, the establishment of
 
information systems based on the implementation plans and the periodic
 
systematic review of progress against targets. 
The primary responsibility 
for project implementation and monitoring lies with OHV, with strong
 
support from the contractor. 
USAID, however, should also have a monitoring 
system, preferably based on the OHV system. USAID should review and
 

,,approve implementation plans, ensure the adequacy of information systems
 
and participate in the periodic reviews of project progress.
 

The inadequacy of project planning has been discussed above. 
Without good
 
plans, it is difficult to devise a useful information system. Thus, it is
 
not surprising that the information system is inadequate, hardly worthy of
 
being labeled a system. The primary reporting on AID-funded activities has 
been the contractor's monthly, more recently quarterly, reports. These did 
provide some reporting of progress in comparison to targets. However, some
 
of these reports appear to have been overly optimistic and self-serving. 
In any case, they appear not to have been used by OHV or USAID to improve 
project operations or the contractor's performance. Rather, the Project 
Director seemed to be displeased with the existence of written reports
 
calling attention to problems in project implementation. Moreover, the
 
contractor's reports did not cover all project activities, only those of
 
interest to the contractor's chief-of-party or those for which the
 
contractor had contractual responsibility.
 



OHV requires a monthly report from its sector chiefs and heads of offices
 
inBamako. However, these do not report performance against previously
 
established targets, except for crop production targets which have been
 
affected only marginally by OHV action. These reports cover some AID­
funded activities, e.g., functional literacy, pilot farm activities, animal
 
traction, pilot farm activities, animal traction demonstrations. Again,
 
there isusually no comparison with previously established targets. OHV
 
also prepares an annual report on the USAID ­ funded activities, as well as
 
an annual campaign report giving production data for the region and
 
summarizing OHV's activities. 
The separate report for USAID-funded
 
activities is largely descriptive, with little analysis or comparison of
 
actual performance with targets. 

There do not appear to have been any systematic reviews, joint or 
unilateral, of project performance in relation to targets. There have been
 
periodic, at times regular, OHV-USAID meetings. However, these usually
 
involved current operational problems or requests for AID support of new
 
activities or other changes inthe project. 
They have not dealt with
 
general OHV operations.
 

The officials ultimately responsible for the success of the Operation Haute
 
Vallee project are the Minister of Agriculture (replacing the Minister of
 
Rural Development cited inthe Project Grant Agreement) and the Director of
 
the USAID Mission. Itwould seem appropriate, therefore, that they should
 
review periodically the progress of the project. 
Not only should they be
 
concerned about progress, they are ina better position to resolve problems
 
whose solution isnot within the power of the Project Director or the
 
Project Manager. Itis important, therefore, that the project's management
 
information system provide for the Minister and USAID Director to be
 
alerted when it appears likely that critical performance targets will not 
be achieved on time. Inaddition, a periodic review of project progress 
and plans should be held at least annually, preferably semi-annually given 
the delays already encountered. This would provide an opportunity to 
invite the participation and promote the support of other agencies 
contributing to the project, e.g., Travaux Publics, DNAFLA of the Ministry 
of Education, Elevage, etc.
 



RECO4INDAT IONS 

(35) That the OHV Director request the contractor to: 

a. Develop a project monitoring system for the Director, based on a revised
 

implementation plan for the duration of the project;
 

b. develop a similar, but less comprehensive, project monitoring system for
 

the Minister of Agriculture;
 

c. assist subordinate OHV officials inpreparing more detailed activity work 
plans; and 

d. prepare, with OHV officials, a management information system to supporc 
activity managers as well as the Project Director and the Minister of 
Agriculture for all principal OHV activities, not just the AID-funded 

1
ones.


(36) That USAID establish a project monitoring system based on the OHV system. 

(37) That OHV, USAID and LBII hold regular meetings, at least quarterly, to
 
review:
 

a. Implementation progress against previously established targets;
 

b.The implementation management system employed by activity managers; and
 

c. The information system supporting activity managers and the Project
 
Director.
 

(38) That the Minister of Agriculture and the USAID Director periodically hold
 
joint reviews of project progress and project impact.
 

'The Evaluation Team Coordinator has provided the contractor's acting chief-of­
party with documentation on the Project Performance Tracking system developed
in AID to serve program managers. 



The foregoing comments and recommendations regarding a management 
information system relate essentially to supporting project implementation.
 
Also important is the financial information element of a management 
information system; this element will be discussed in the Financial 
Management section below. 
Another element that should be included in the 
management information system isthe gathering of data which will measure 
the impact of the project, e.g., on farmer's income. Some comments on the
 
BARA-BECIS baseline study are included inthe technical report of Dr. Stier
 
(Annex ). The BECIS marketing study due at the end of 1981 should provide 
additional data. A review should be made in early 1982 of the adequacy of 
these studies for measuring project impact -- assuming that a revised
 
project strategy has been developed by then. At the same time, terms of
 
reference should be prepared for any additional studies needed, including
 
follow-up studies near the completion of the project to compare with the
 
baseline data.
 

RECOMMENDATION
 

(39) That OHV, with USAID concurrence, request assistance from the contractor or
 
an appropriate GRM agency to review inearly 1982 the adequacy of the
 
management information system interms of measuring the impact of the
 
project.
 

S. Poor Collaboration and Communication
 

Previous sections have given illustrations of a lack of collaboration
 

between OHV and USAID and between OHV and the contractor. This section
 
will discuss briefly some of the apparent causes of poor collaboration and
 
communication and suggest some remedial action. 
A separate section is
 
devoted to this topic because positive collaboration and good communication
 

are essential to the success of any joint project involving the
 
participation of two or more organizations, especially when the
 
organizations are composed of people from different nationalities and
 
cultural backgrounds. One of the principal obstacles on the USAID side to
 
collaboration has been the practice of almost unilaterally designing
 
AID-assisted projects. Then, illogically, USAID/Mali under its concept
 



of host country contracting has turned the project almost totally over to
 

Malian officials to run, even permitting them to ignore the basic project
 

design if they wish. On the Malian side, there has been a reluctance to
 

accept technical assistanc5 and to demonstrate personal and national 

independence. This has been reflected particularly by treating the 
technical assistance personnel as employees of the Malian organization and 

subject to the desires of the Project Director rather than as co-partners 
in a joint development effort. For an elaboration of some of the LSAID ant
 

Malian attitudes, and a response thereto, see the previously cited Roush
 

report on technical assistance inMali, pages 10-14.
 

This rather unfavorable environment for collaboration iscomplicated
 

further by the lack of understanding by both Americans and Malians of each
 

other's cultural patterns, work habits, values and life styles.
 

Recruitment of USAID and contractor personnel without proficiency in
 
French, and not providing them with project or country orientation, furthei
 

exacerbates the problem. 

The chances of project success would have been enhanced if the Project 
Director had had the opportunity to visit (a)some successful cooperatives 

or private agricultural marketing firms in the U.S. using good management 

techniques and (b)a reasonably successful technical assistance project 

elsewhere inWfest Africa or other French-speaking country (e.g., North 

Africa, Haiti). In addition, the project design should have provided for 

in-country management training. The foregoing actions are still possible.
 
Inaddition, there are a number of activities which USAID, OHV and the
 

contractor could sponsor either individually or collectively which could
 

foster improved understanding and a spirit of cooperation and
 

collaboration. An illustrative list of such activities is provided on
 

pages 15-17 of the Roush report.
 

The ultimate success of this project depends upon the response of the
 

farmers of the Haute Vallee region to the various project activities, as
 

well as other non-project stimuli and deterrents to increased productivity
 

and production., The farmers' response to project activities will depend
 

heavily on the extent to which those activities are structured and
 



administered to meet the farmers' needs and problems. The activities will
 
be appropriately structured and administered only if there is good
 

communication with the farmers and a concentrated effort made to involve
 
them in the on-going planning, implementation and evaluation of project
 

activities.
 

RECOMMENDAT ION 

(40) That OHV and USAID make a greater effort to foster a spirit of cooperation
 
and collaboration and to improve communications among the participants in
 
the Operation Haute Vallee project, including the farmers of the area who
 
should be involved to a greater degree in the planning, implementation and 
evaluation of project activities.
 

6. Lack of Management Training/Or.entation
 

The Project Paper stated that implementation of the various activities
 

proposed in the project would strain the already limited management
 
resources of OHV. Two remedial actions were proposed: management and
 
related training in the U.S. for senior OHV personnel and the recruitment
 
of a chief-of-party of the technical assistance team with strong management
 
experience. Unfortunately, the latter did not take place. Furthermore,
 
the training was delayed and only one participant has gone for management 
training. Given the paucity of qualified managers in OHV, it would have 
been better to have arranged for short term management orientation abroad 
for the Project Director, as discussed in the previous section, and 

provided for in-country management orientation and training for senior and 
middle-level OHV personnel. 

In the previously cited report on USAID/Mali's technical assistance
 

activities, reference was made to a draft proposal of the Denver Research 
Institute for Management Training program in Mali. The report supported 
the proposal and urged USAID to finance a management training program in 
Mali to support all USAID funded projects (see Roush, pp. 24-29). The 
Evaluation Team's findings validate the need for such training to support
 

the Operation Haute Vallee project.
 



RECOMIENDATION
 

(41) That USAID support the establishment of an in-country management training
 
program along the lines of the Denver Research Institute proposal and
 
authorize project funds to finance the participation of OHV personnel in
 
such a program.
 

B. Financial Management
 

This section will deal with the management of both AID and non-AID financial
 
resources available to the project. The financial viability of OHV is
 
essential to the success of the project as ithas been designed. Furthermore,
 
there are indications that OHV has used AID resources to cover periodic 
shortfalls in its current operating funds. It is appropriate, therefore, to 
comment on and make recommendations about the management of non-AID financial 
resources as well as AID funds.
 

Members of the Evaluation Team were able to assess the management of the 
credit program and to review financial procedures generally inuse inOHV. 
Separate more detailed reports on the credit program and on general financial 
management are included inAppendix . A summary of the findings and 
reecommendations on the credit program are found inSection IV.B above. 
References to the credit program are made herein only to the extent that they 
relate to or are illustrative of general financial management procedures.
 

A 	good financial management system will include the following:
 

9 	Procedures for establishing annual and quarterly budgets and monitoring
 
adherence to the budgets;
 

* Procedures for controlling the flow of funds (receipts and disbursements)
 
and the control of commodities purchased by or donated to the organization;
 

e	An accounting system for the receipts and disbursements of funds which
 
supports the budgeting and funds control sub-systems; and
 



9 A financial management information system based on the foregoing

sub-systems which provides management with periodic reports to guide its 
financial decisions.
 

I. Budgeting 

Quarterly budgets are prepared for the use of AID funds. However, there 
frequently has been a considerable divergence between the amounts budgeted 
and actual expenditures. Effective October 1980, the OHV Director
 
delegated to the LBII financial advisor the authority to disburse AID funds
 
provided to OHV. With this authority, the financial advisor has improved
 
the funds control system, thereby forcing greater discipline infollowing
 

the quarterly budgets. The improved accounting procedures which have been
 
instituted should facilitate the preparation of improved budgets. However,
 
the quality of budgets inthe final analysis is a function of the quality
 
of planning of physical progress. As indicated inA.2. above, planning
 

needs to be improved substantially.
 

There appears to be minimal budgeting, ifany, of non-AID funds at OHV's
 
disposal. The accounting procedures, funds control system and information
 
system are all inadequate for even the most elemental financial
 
management. They cannot provide the data needed for reliable budget
 

estimates or for monitoring adherence to budgets.
 

2.Control of Funds and Commodities
 

As indicated above, a reasonably effective funds control system has been
 

functioning since October 1980 for the receipt and disbursement of AID
 
funds. However, the Financial Management member of the Evaluation team in
 

his report has suggested some improvements. A particular concern isthe
 
current procedure for receipt of commodities which can result inthe
 
accounting office paying invoices even though not all of the commodities
 

invoiced were received.
 

The system of inventory control isunsatisfactory for both AID and non-AID
 
funded commodities. A driver may pick up commodities and deliver them to
 
the central warehouse, but neither the driver nor the warehouseman knows
 



what is supposed to be received. Until early September 1981 there were no
 

inventory cards available to the warehouse. When the cards were delivered,
 

no instructions were provided on how to prepare or maintain them.
 

As indicated in the credit report, the situation is not much better in the
 

field warehouses. There are generally documents accompanying commodities,
 

but only part of them have control numbers. There is no current inventory
 

card system. The warehouseman at the ZER visited by Evaluation Team
 
members had had no instruction in warehouse operations and inventory
 

control procedures.
 

Non-AID receipts of OHV include commissions on commercialization purchases 
of cotton and other commodities for other GRM enterprises, cash sales of 

production inputs and farm equipment, down payments on farm equipment sold 

on credit, and repayments of loans. At least the last three of these items 

will usually be received in Bamako as cash transmittals from the Chefs de 

Secteur. These funds are put in a petty cash account instead of being 

deposited immediately to the OHV bank account. Disbursements from the 

funds are recorded in a cash book without any reference to source 

documentation.
 

The receipts from the field are not always accompanied by documentation
 
that permits proper accounting. Furthermore, there is no way to verify 

that the amount transmitted is the amount that should be sent without going 
to the field -- and even then itmay not be possible. The Chef de Secteur 

cannot verify the validity of receipts from the ZER without visiting the
 
ZER and the ZER chief cannot verify receipts from the Chef Secteur de Base
 

without having the detailed records of the Chef SB.
 

A normal financial control system would require at least a monthly 

reconciliation of all bank accounts. The OHV procedure, however, only 
calls for a reconciliation at the end of each campaign. However, the last 

reconciliation of the regular OHV bank account was March 1980. That is, 
the 1981 reconciliation was not yet accomplished six months after the end 

of the campaign. 



The system for the control of receipts and disbursements of non-AID OHV 
funds and for controlling commodity inventories is at the same time
 

burdensome and ineffective. There are all kinds of time-consuming
 

verifications required, but they are really meaningless as adequate
 
controls.
 

In short, an efficient meaningful system of funds and inventory control is 
badly needed. 

3.Accounting System
 

The LBII financial advisor has established an accounting system for the AID 
funds made available to OHV that generally meets USAID's and the Project 
Director's needs. The accounting for other 0HV funds is not timely and is 
not prepared in sufficient detail to provide the information needed for 
efficient and effective management of OHV's resources. This appears to
 
reflect a lack of awareness on the part of the Project Director of the type
 

of information needed for effective management. Inaddition, the chief
 
accountant has insufficient education and experience to advise the Director
 

about the needs for adequate data. Some indications of informational needs
 

are presented in the next section. 

4. Information System 

The first step in establishing a good financial management information 
system is to determine the kind of reports management needs to: (a) do 
effective planning; (b)control the utilization of the organization's 
resources; (c)maintain a good liquidity position; (d)determine the 

profitability (or lack thereof) of the different activities of the 
organiztion; and (e)prepare meaningful financial reports for the OHV Board 

of Directors. 

Illustrative of the type of report or information which is needed and which
 

generally isnot available or is inadequate include the following:
 



* Projections of quarterly and annual non-AID income by source, e.g.,

commercialization receipts, cash sales, loan repayments (including

interest estimates) by source of funds (SCAER and AID) and by sector;
 

e Annual and quarterly projections of expenditures by principal
 
expenditure category and by sector;
 

* 	Consolidated inventory reports that can provide a more rational basis
for the planning of the purchase and distribution of production inputs
and agricultural equipment as well as an analysis of commodity losses
 
by ZER;
 

9 	Monthly cash flow reports;
 

* 
Quarterly reports of actual vs. projected income and expenditures by

sector with explanations of major deviations;
 

a Annual reports (end of campaign) on the profitability of various OHV
 
potentially income-earning activities, e.g., distribution of oxen,

distribution of production inputs, distribution of agricultural

equipment, credit program, commercialization (by commodity); and
 

* Annual consolidated profit and loss statements and balance sheets.
 

The foregoing will require a substantial improvement in OHV accounting, 
including the introduction of some cost accounting. 
 It also requires a
 
major overhaul of funds and inventory control procedures and reporting and 
a major modification of the administration of the credit program The 
foregoing changes will require additional technical assistance, hiring of 
one or two more qualified and/or more dedicated senior personnel, 
substantial orientation of senior management personnel and a fairly 
extensive training program in Bamako and in the field at sector and ZER 
level -- some at Secteur de Base. However, the benefits from improved
 
financial management should be substantial - certainly more than the 

> 	 incremental costs. Furthermore, if there is not a substantial improvement 
in financial management, there would seem to be no justification for AID 

assistance to project activities which rely on or support OHV, i.e., most 
project activities.
 

RECO SNDATIONS 

(42) That OHV request, with USAID concurrence, that the technical assistance
 
contractor provide the following short and long-term assistance:
 



a.A short-term financial management expert (probably 30-60 days), to be
 
supported by the LBII long-tem financial expert, to develop for OHV an
 
accounting system and a financial information system, setting forth the 
personnel, training, equipment, and current operating cost implications 
of adopting the proposed system. Potential benefits would also be 
enumerated and quantified to the extent feasible. After the proposed 
system had been reviewed and adopted, the expert would return to help
 

install itand train personnel in its use. The current system for
 
managing AID funds should be integrated into the overall OHV system as
 
soon as practical, permitting the long-term financial expert to monitor
 

and advise on the performance of the overall system.
 

b.A short-term credit expert to work with OHV personnel to develop some
 

reliable data (to the extent possible) on the credit program and to
 
develop a revised system for implementing the credit program.
 

c.A long-term (at least a year) credit expert to supervise the initial
 
implementation of the new credit system including training personnel in
 

its use.
 

d.A short-term logistics planning expert to develop improved procedures for
 

procurement planning and to assist in installing an improved system for
 
purchasing, distribution and inventory control of commodities, especially
 
production inputs and agricultural equipment; (Note: Every effort
 

should be made to ensure that all three short-term experts are in-country
 
concurrently (preferably the short-term planner too -- Recommendation 32) 

so they can work as a team. All three of the activities are 
inter-related, and a fully integrated financial management system should 

be the result of their work). 

(43) That OHV assign to work with the technical assistance team on a full time
 
basis a well qualified finance officer with a strong accounting background
 

who would become the chief financial officer of 0HV when the revised
 
financial management system is adopted and would have primary responsibility
 

for supervising the installation of the new system.
 



(44) That USAID assist inthe financing during 1982 of any additional operating
 
costs that the installation of the new system will entail, provided that
 
USAID concurs inthe adequacy of the proposed system and finds the proposed
 

new financial manager qualified for the position.
 

C.Management Priorities
 

A good manager will always keep an eye on priorities. This can be very
 

difficult, however, when the manager isbombarded on all sides with current
 

operating problems that need resolution and the individual has not had
 
adequate training and/or experience for the magnitude or complexity of the
 

assignment. There may also be a shortage of qualified assistants, but a
 
manager inthe foregoing situation frequently is reluctant to delegate
 
authority. Ifsubordinates sense that their supervisor isat all insecure in
 
the position, they become reluctant to assume any responsibility not
 

specifically delegated. This only adds to the manager's workload.
 

To break this vicious cycle, the manager must review very carefully the
 

organization's priorities, the capabilities of his staff, and the potential
 
availability of help from short and long-term technical assistance. Inthe
 

light of that review, the manager should establish his/her own set of
 

priorities.
 

To get maximum benefit from the foregoing process, senior staff (including at
 

least the chief of the technical assistance team) should participate inthe
 
review. This ensures that the manager's priorities are reasonable and
 

realistic, and that the staff fully understand the rationale for the
 
priorities. Ifpossible such a review should be moderated by an outside
 
expert inorganizational development techniques. Otherwise, the manager is
 

not likely to get the free exchange required.
 

Inthe case of the Haute Vallee project, OHV and the USAID should separately 
review this evaluation report and its many recommendations and classify the
 
recommendations into priorities 1, 2,etc., giving highest priority to items
 
requiring immediate attention. Then, there should be a joint meeting, with
 



technical assistance contractor personnel inattendance, to arrive at 

agreement on priorities and to develop a plan of implementation -- including 

target completion dates and assignment of action to specific individuals or 

offices. The contractor could do some of the preliminary staff work to 

prepare for the meeting. The result should be a set of priorities for the 
Minister of Agriculture, Director of OHV, Director of USAID/Mali and the LBII 

Chief of Party and for various of their subordinates. 

RECOMENDATIONS 

(45) That the Minister of Agriculture and the Director, USAID/Mali convene a
 

meeting, based on the draft evaluation report, to establish Priority 1
 

actions, to assign action officers to implement Priority 1 recommendations
 

and to assign an office or officer to monitor implementation and report
 

progress periodically to the Minister and the Director, USAID Mali.
 

(46) That the Minister and the USAID Director convene another meeting after
 

receipt of the final evaluation report, or within 45 days of the first
 
meeting, whichever is earlier, to review formally the progress on
 

implementing Priority 1 recommendations and to establish revised priorities,
 
incorporating Priority 2 recommendations for action.
 

The Evaluation Team suggests that the following be included inPriority 1:
 

a.Operational problems needing immediate attention such as inthe road
 
construction, building construction, Bancoumana, and functional literacy
 

components of the project (Recommendations 16, 20, 23, 24);
 

b.the recruitment of short and long term technical assistance experts 
needed to revamp the credit program and the financial management system 

and the recruitment of a new chief-of-party (Recommendations 27, 42, 43); 

c. Joint meetings to develop a project strategy and an initial draft
 

implementation plan for the duration of the project (Recommendation 3,33);
 



d.A decision whether to submit the proposed health component to the
 
Ministry of Health for its comment and/or approval (Recommendation 19);
 
and
 

e.A decision on how to initiate and organize in-country management training
 
(Recommendation 41).
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VI. LESSONS LEARNED
 

Ibis section presents findings of the evaluation, or iraws conclusions from the
 
findings, which have relevance beyond the immediate project. Suggestions or
 
recommendations may be addressed to the GRM, or an agency thereof, to AID/Wash­
ington,or to the USAID inMali. 
 The proposals may relate to the implementation
 
of similar projects or to particular implementation methods or systems,
 
regardless of the type of project.
 

A. Improving Collaboration and Communication
 

1.Inthe Design Process
 

Inboth this evaluation and inthe Roush report previously cited, the
 
importance of greater host country participation in the project design 
process was stressed. This has been much easier for AID to accept in
 
principle than to put into practice. Therefore, it seems appropriate to
 
explore collaboration inproject design ingreater detail.
 

Improved collaboration in project design could be strengthened ifUSAIDs
 
were more fully staffed and could take greater control of the design of 
projects. However, this does not appear likely inthe near future; rather,
 
there will continue to be a dependence upon external design teams. Greater 
participation by host country personnel in design teams would also be 
salutory. Again, however, there isreason to doubt that%6'much headway 
will be made. For example, there isusually a sca'rcity of qualified 
personnel, and since the design process is rather long and the result not 
always sure, priority isusually given by host country agencies to using
 
such personnel on current activities.
 

Nevertheless, there are some things that should be feasible which could 
strengthen collaboration or compensate for less than desired host country 
inputs to the design process. 
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a. Design Team Composition 

On the AID side, the composition of the design team could be modified to 
make up for the inadequate host country representation and focus more on
 

implementation mechanisms. For example, in addition to the usual
 
technical specialities, teams should also include someone with broad
 

experience in project evaluation and someone with good training and
 
experience in the management of international development activities,
 

particularly with implementation experience. A financial expert should
 

be included on the team if: (a) the project will have a credit
 

component; (b) the host country will administer a significant portion of
 
AID project funds; or (c) the success of the project will depend to a
 

considerable extent on the efficiency of the host country financial
 

system. Similarly, a logistics expert may be needed if the project will
 

require the purchase, storage and/or distribution of significant
 

quantities of commodities. One person may be able to fulfill more than
 
one of the above functions. It may also be necessary to divide the
 

design team into groups, with the logistics/finance/management group
 

following the technical group to review the implementation feasibility
 
of the technical program. Ifthe feasibility should be questioned, a
 
follow-up team visit might be necessary. [ s would still be cheap in
 
relation to the overruns on projects which encounter serious 
implementation delays as a result of inadequate pre­
project implementation planni19D
 

On the host government side, higher priority needs to be given to
 
project design and evaluation. Host governments need to realize that
 
there will always be a high turnover inthe expatriate personnel who
 
come to participate indevelopment activities intheir country.
 
Therefore, itwill be host country personnel who are in the best
 
position to profit from evaluations and to insure that lessons learned
 
are incorporated into future project design. Itprobably will not be
 
feasible to have design and evaluation units inall ministries for some
 
time. However, itshould be feasible to have at least one unit inthe
 
government, perhaps in the Ministry of Plan.
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InMali inparticular, the Ministry of Plan has a responsibility for
 
evaluating development projects. Inaddition, the Institute of Rural
 

Economy (IFR) inthe Ministry of Agriculture has an evaluation unit that
 
isused for many, ifnot most, evaluations of rural development
 

projects. Itwould seem desirable, therefore, that an individual from
 
either or both of these units participate in the design team for new
 

rural development projects, as well as anyone that could be spared from 
the organization that would have responsibility for implementing the 
proposed project. Even ifpersonnel constraints precluded putting 

someone on the design team, the government should insist on a review of 
the draft project proposal by those units as well as the implementing
 

agency prior to giving preliminary government approval of the proposed 
project.
 

AID, in conjunction with other international donors and lendors as 
appropriate, should encourage host countries to establish design and 
evaluation units and provide support, if needed, for the creation of 
services similar to AID's Development Information Service and the 
training of personnel in the design and evaluation concepts developed by 
AID and now used by many other donors. In addition, AID should insist 

that USAIDs seek out and incorporate in design teams host country 
personnel experienced in evaluation--from either the private or public 

sectors. 

b.A More Realistic Implementation Plan
 

It is usually fairly easy to obtain agreement between host country
 

officials and USAID project design personnel on the general objectives
 
of a project. Frequently, however, there isnot a meeting of minds on 
how those objectives are to be accomplished--in part, because host
 
country personnel generally make little input into the detailed
 

implementation plan. While efforts should be made to have greater host
 
country input inthe early stages of design, it is quite likely that the
 
most important input, that of the host country project director, will
 
not be available because he may not even have been selected at the time
 



of the project design team's visit. This is especially likely where
 

there is a considerable time lag between the visit of the design team
 

and the signing of a project agreement. Because of the likelihood of
 

inadequate host country input into the implementation plan included in
 

the Project Paper, AID should consider modifying its project design and
 

approval process. 

(1)Meaning of Project Approval
 

AID should make clear that its project approval isbinding on the
 

general objectives of the project, but it is leaving considerable
 

latitude to the USAID and host country interms of how the
 

objectives are achieved--subject to the presentation of sufficient
 

information to insure that the project can be carried out inthe
 

time frame proposed. To compensate for requiring less implementa­

tion detail at the time of project approval, AID should insist on
 

improved USAID monitoring of project implementation--see A.2 and C.
 

below. 

(2)Revised Implementation Plan Before Project Signature
 

The implementation process should provide for the joint preparation 

at the time of, but prior to, the signing of the Project Agreement 

of a more detailed life-of-project implementation plan, with 

detailed work plans for the first year and procedures for reviewing 
and up-dating the plan. At that time, the host government should be 

(and must be) willing to give priority to working out implementation 

details. There are also rules of the game that must be established, 

and this should be done prior to the signature of agreements. 

Furthermore, agreement on the rules of the game does not guarantee 

that the rules can be followed even if there is a willingness to do 

so. Therefore, the detailed financial and other operational 

procedures, at least for the first project with an agency, should be 

worked out, and tested for feasibility before the Project Agreement 

is signed -- not presented in the first Project Implementation 

Letter as is now the practice.
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The foregoing implies that AID/Washington will cease and desist in
 

its most consistent actions--actions that probably are the greatest
 

contributors to poorly implemented projects: pressuring USAIDs for
 

rapid development of new projects, speedy obligation of funds and
 

early initiation of disbursements. It is well recognized that an
 

extremely high pipeline can provide the Congress with an excuse for
 

reducing foreign assistance appropriations. It is suggested,
 

however, that one of the most important contributors to AID's high
 

pipeline isthe obligation of funds before enough of the '"hows" of
 
implementing projects have been worked out collaboratively, and the
 
foregoing pressures are the principal cause for such premature
 

action. Therefore, it is important that AID accept the utility of
 
allowing missions more flexibility inthe timing of the signing of
 
Project Agreements and explain to Congress the rationale for the
 

change inthe process.
 

c. Cultural and Social Factors
 

More attention needs to be given by AID planners to the interests and
 
motivations of the project implementers and the factors inthe cultural
 

and social environment that may discourage initiative and encourage
 
practices inresource management that are unacceptable to AID. For
 

example, insome of the environments inwhich AID works, society expects
 

members of an extended family to give their highest loyalty to support 

of that family and government salary scales are extremely low. These 
conditions often foster practices which are acceptable in the local
 
society but which would be either frowned upon or considered illegal in
 

the U.S.
 

AID's rhetoric also calls for the intended recipients of AID projects to
 

participate in the design and implementation of proposed projects, but
 

this seems to be the exception rather than the rule. Inadequate
 

attention generally isgiven in Project Papers to the interests and
 
motivations of the personnel of the implementing agency to determine
 

whether they are likely to involve intended recipients inthe project
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and, if not, whether such involvement is really feasible. If it is
 

feasible and desirable, project designers should look for measures that
 

could be incorporated in the project design to promote such involvement
 

ina meaningful way.
 

To deal with the foregoing types of issues, AID might look at the
 

approval process of individual projects and also undertake some research
 

related to the general problem of dealing adequately with cultural and
 

social factors. With regard to individual projects, there isneed for
 

an analysis inProject Papers of the social/cultural/political problems
 

directly impacting on the feasibility of project implementation. The
 

Social Soundness analysis section of Project Papers usually deals only
 

with the possibility of insuring that the intended beneficiaries of the
 
project will indeed benefit from the project, and the Implementation
 

section deals mostly with the quantity and quality of local personnel
 

available and the structure and track record of the implementing
 

agency. The weakness of these sections isprobably attributable to a
 

considerable extent to the need for an unclassified presentation. It is
 

suggested, therefore, that AID provide for a classified presentation of
 
cultural/social/political factors and any other issues that could impact
 

seriously on the implementation of the project. This presentation
 

should focus on local administrative practices and the institutional and
 
personal relationships between the implementing agency and the intended
 

recipients of project benefits. As a part of the foregoing, or as a
 
supplement thereto, an analysis should be included of the implementing
 

organization inrelation to the institution building model developed for
 
AID by Milton Esman, et. al. (see a summary presentation of the model in
 

Annex_). 

Interms of the broader problem, a comprehensive study of the principal
 
types of social/cultural/political problems encountered inthe
 

implementation of international development projects isoverdue.1 It
 

should be possible to identify the most persistent problems, evaluate
 
the various means attempted to overcome or circumvent them and develop
 

1one attempt to classify and describe common problems of this type iscontained
 

inDennis A.Rondinelli's article inProject Planning and Implementation in
 

Developing Countries: A Bibliography on Development Project Management.
 

66 
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some guidelines for dealing with at least some of the problems. As a
 
complement to the foregoing study, an effort should be made to identify
 
any countries which have overcome the most serious social or cultural
 
impediments to effective project implementation and determine the
 
factors which appear to have contributed most to the changed situation.
 
This might lead to new program or training activities or to the
 
convening of seminars to discuss the findings. Collaboration in the
 
foregoing with other donors/lenders would be desirable.
 

2. In Project Implementation, Monitoring and Re-Planning 

Section V provides recommendations for improving in-progress project 
planning, project monitoring and other actions for improving project 
implementation. Detailed suggestions are also included in the previously 
cited Roush report (Sections IVand V). It is suggested that it would be 
in the interest of the GRM to implement a number of those recommendations 
in other GRM development projects. Inaddition, it is suggested that AID 
incorporate the recommendations, as appropriate, in its Handbook chapters 
and training programs on project implementation. Furthermore, the Handbook
 
chapter dealing with Project Agreements should require that Project
 

Agreements include:
 

* those portions of the Project Paper that both parties agree are
 
important to follow in project implementation; 

* a requirement for joint reviews of project implementation and joint

approval of annual work plans and budgets; and
 

e 	a provision that Project Implementation Letters will be the official
 
project documentation and will be used specifically to formalize
 
approval of annual work plans and changes in the overall
 
implementation plan or annual work plans.1
 

!Quarterly work plans will generally be desirable, but it should be
 
possible to treat them more informally.
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3. Between GRM Agencies and Villagers
 

Recommendations were made in Section IV. E. for improving the effectiveness
 
of the functional literacy program. There is, however, an issue that goes
 

beyond the Haute Vallee project. Some villagers are reported to have 
indicated a greater interest in having a literacy program in Fiench than in 
local languages because the ability to use French would help in dealing 
with government agencies. If the GRM wishes for political and/or cultural 
reasons to continue the literacy program inlocal languages, then itshould
 
find additional ways of making written Bambara and other languages more 
useful to villagers. One possibility would be to put widely used
 
government forms inboth French and Bambara, and possibly other languages. 
Government decrees and regulations from the Ministry of Agriculture and 
perhaps other ministries or directorates could be published in local 
languages as well as French. 

B. Making Project Management More Effective--the People Factor 

A number of recommendations for improving project direction and management 
were made inSection V above and in Section V of the previously cited Roush 
assessment of USAID-funded technical assistance activities inMali. 
 The 
latter section, especially, includes recommendations which have relevance for 
a number of USAID-financed activities and probably for non-AID financed 
projects inMali as well. Inaddition, some of the recommendations are 
believed to have relevance for AID projects and programs inother countries, 
especially in French-speaking West Africa. It is recommended, therefore, that 
both the GRM and AID/Washington review the two sections for general 
applicability. The suggestions and recommendations in this section are
 
designed to complement or elaborate upon the recommendations inthe two
 
Project Management sections cited above. Particular attention will be given
 
to determining personnel needs, up-grading personnel skills and seeking ways
 
to offset personnel shortages/inadequacies. 
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1.Analyzing Personnel Needs 

Generally, the most crucial need for assuring good project management is
 
for a sufficient number of appropriately experienced or trained personnel.
 
Determining just how many of what types of people with how much training
 
and experience is not a simple task. Project Papers do not generally deal
 
adequately with the subject. The requirements for technical personnel may
 
be dealt with reasonably well, but the need for support personnel (e.g.,
 
administrative, logistical, financial, planners, trainers, etc.) is usually
 
ignored or underestimated. It is suggested that GRM and AID study the
 
impact of personnel inadequacies (numbers and quality). Assuming the
 
validity of the thesis that personnel inadequacies has contributed
 
significantly to poor project management, AID and/or host countries could
 
improve the chances of successful projects by including on project design
 
teams a management-oriented person with experience in personnel planning 
and personnel development. 

2. Overcoming Personnel Shortages/Inadequacies 

Host country budgetary problems often necessitate the acceptance of less 
than optimal project staffing. Furthermore, the level of experience and 
training often leaves much to be desired. Thus, a principal project 
component frequently is the up-grading of the skills of project personnel. 
There follow some thoughts on how to make such training most effective in 
tne project context, plus some ideas on alternative approaches for
 
compensating for personnel inadequacies. 

a. Orientation and Training
 

It is very important that the project director has a full understanding 
of project objectives and of the personnel implications of the project 
implementation plan. Frequently, this can only be fully appreciated 
after exposure to a similar type project in another developing country
 
or in the U.S. Sometimes someone from a budget bureau or an overall
 
government personnel agency must also have full understanding of, and be
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inagreement with, project plans before itispossible to implement the
 
project effectively. Often, therefore, one of the first project actions
 
should be an orientation tour for the project director, and possibly
 
other host country personnel.
 

Financial management isan area where it seems particularly important to 
provide orientation to host country project directors and USAID project 
managers. It is doubtful that much value will come from the proposed 
AID training in the Sahel in financial management if the training is 
geared just to accountants and to assuring proper control over the use 
of AID funds. To assure its effectiveness, such training must be
 
preceded or accompanied by an orientation for project directors which
 
helps them see how improved financial systems and reports can improve
 
their effectiveness. This orientation will need to be followed up with
 
help infinancial management systems beyond just controlling the flow
 
and use of funds.
 

Often project plans call for long-term training inthe U.S. for senior
 
project personnel, usually in technical areas. Mid-level training is 
seldom proposed to any considerable extent. Thus, senior personnel 
already in short supply are sent off for training, weakening overall 
project management capabilities because personnel going for training 
will generally oe replaced by a less capable person or by a peer who
 
will try to administer both persons' functions. Furthermore, personnel
 
sent for training often do not remain with the project long after their 
return from training--if the selection was good--but move on to a more
 
important job. It is suggested, therefore, that long-term training 
abroad be done on a sector basis under a special training project rather
 
than incorporated inan action project. Project training then would
 
focus on short term courses or orientation visits abroad plus in-country 
training. Such in-country training should focus on management training 
for project managers and middle-level personnel as well as skills 
training at all levels.
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USAID personnel also need additional orientation and training in 

management. The new course in Project Implementation that is now being 

given periodically in the regions is very helpful and long overdue. 

However, there is also a need for exposing more senior personnel to a 

number of management concepts so that they will at least recognize the
 

need for improving management systems and have some idea of how to go 

about doing it. Thus, the Development Studies Program should include a 

management concepts component. Candidates for Director and Deputy 
Director who do not have a strong background in management concepts 

should be required to attend the Federal Executive Institute or a short
 

management course prior to being assigned to their new position. AID/ 

Washington officials also need greater exposure to management concepts-­

inpart to do a better job, in part to assure sympathetic responses to 

USAID requests for improving internal USAID management as well as
 

assisting host country project implementing agencies.
 

b. Improving Productivity 

Often project designs provide for increased agricultural productivity
 

through the introduction of new plant varieties, improved cultivation
 

practices or new technologies,and/or more advanced equipment. All too
 

often, however, these innovations are not proposed for the system of
 

administration of the implementing organization or for the delivery
 

systems for the proposed new technologies. New equipment and new
 

systems introduced into such fields as organizational administration,
 

financial management, logistics planning and management, etc., can
 

increase considerably the chances of implementing a complex project
 

successfully. It would require additional training, usually largely
 

in-country, but the result should be improved morale and increased
 

efficiency in the offices involved and enhanced overall effectiveness of
 

the project. Ingeneral, increased attention should be given to the
 

non-technical needs of development projects.
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c. Contracting
 

Most AID projects provide for AID to contract or finance contracts for 
technical assistance and for engineering and construction services. It
 

is generally assumed that all other services will be provided by the
 

host country implementing organization using its own personnel. Since
 
projects usually provide for an increasing level of services to be
 
provided to intended beneficiaries or intermediaries, the implication is
 
that the host country organization will need to increase its staffing.
 
This approach tends to foster a continuing expansion of governmental
 

bureaucracies, which usually contributes to a declining level of
 
efficiency. Furthermore, this approach usually means that it takes
 

longer to implement development projects because of the necessity of
 
developing and carrying out training programs, promoting new
 

institutional structures, etc.
 

It is proposed that a much greater effort be made to structure 

development projects to make greater use of indigenous private sectors 
for providing the services that frequently, if not usually, are provided 
by government organizations. Where it is necessary to use a foreign 
firm, the firm's contract should require the firm to maximize the use of 
sub-contracts with local firms so that a local capability could be built
 
up. Concurrent with trying to utilize more contracting with the private 
sector to implement development activities, itwill be necessary to
 
provide training to appropriate host country personnel in contracting 

and contract management. 

Some activities are mentioned in Section III.C. of this report,which
 
could be shifted from OHV to the private sector. Itshould be noted
 

also that some countries are experimenting with having agricultural
 

extension services extended by the private sector. It can be argued 
that greater use of contracting will cost host governments more, even if
 
it saves on numbers of government personnel. This might not be true,
 

however, if there is a sufficiently large improvement in efficiency.
 
Furthermore, it may be easier to shift some of the financing burden from
 
the government to the recipients of the services when the distribution
 

of the services is in the hands of the private sector.
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d. Use of Technical Assistance 

It was suggested in Sections IV. G. and V.A.3. that better use could 
have been made of the technical assistance contractor in meeting the 
objectives of the project. The previously cited Roush study found
 

problems in contract management in a number of other USAID-financed 
projects. It is suggested that an appropriate agency of the GRM
 
(perhaps the Ministry of Plan) undertake or arrange for a review of a 
number of foreign assistance projects involving technical assistance to
 
determine what elements seem to be the most important in a successful
 

technical assistance project in Mali--e.g., type of contractual
 

arrangement, relationship of contractor's team with host country
 

organization and personnel, minimum language requirements, length of
 
stay of technical assistance experts, amount of orientation and training
 

given to foreign and Malian personnel about each other and about the
 
objectives and planned implementation mode of the project, etc. Based
 
on the results of the study, the GRM could issue general guidance to its
 
agencies on the contracting for, and management of foreign-financed
 

technical assistance.
 

GRM agencies are urged to review Section V.B. (Contract Management) of
 
the Roush report, including particularly sub-section 5. on Host Country
 

Contracting. It seems quite likely that the GRM review suggested in the
 
previous paragraph would conclude that host country contracting is
 
unnecessarily burdening GRM project directors with administrative
 
problems and limiting the time available to them to devote to policy
 
matters, planning and implementation supervision. Even ifhost country
 

contracts should be deemed desirable, implementation of a number of the
 
recommendations included inSection V.B. and III. D. of the Roush report
 

should improve communications and contract management and should result
 

in better results from the contracted technical assistance.
 

AID should insist that USAIDs review host country contracting capability
 

before recommending host country contracts. Furthermore, USAIDs should
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be reminded that use of host country contracting does not reduce the
 
USAID's responsibility for assuring that proper contracting procedures
 
are followed and that project implementation is both efficient and
 

effective, i.e., that AID funds are properly used.
 

C. Being Realistic About "Doing More With Less"
 

InMali, and apparently elsewhere in the Sahel, AID has been trying to do more
 

with less for a number of years, and the results are coming home to roost.
 
There is now a mad scramble to initiate financial training programs as a means
 

of ameliorating one of the most glaring and consistent problems raised in
 
project evaluations and other assessments. There is a real danger that senior
 
AID management will conclude that some financial management training for
 

selected host country nationals and more Project Implementation courses in the
 
field will largely solve the problems raised. While both of these training
 
courses are badly needed,it is high time that AID administrators, Ambassadors,
 

Directors of Budget,and the Congress stop kidding themselves that efficient
 

and effective aid programs can be run without people -- qualified people.
 
Saving on staffing needs ispossible, however, with some changes inpersonnel
 
policies and changes in the way the Agency does its business. The first part
 

of this section will deal with personnel policies and practices,and the second
 

part with some more fundamental issues (but still within the general framework
 

of current AID programs and program administration).
 

1. Aid Personnel Policies and Practices and USAID Staffing
 

Ithas usually baffled field people just how AID/W decides on the size of a
 
USAID, and how it decides when and how much to change the level of
 

staffing. Itappears that far too much attention is paid to the dollar
 
amounts of programs than to the content of the program or the actual
 

workload at post. Dollar values of programs and projects frequently have
 
little relevance to workload. Furthermore, a new mission or a mission that
 

is expanding its portfolio significantly needs an early influx of people
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during the project preparation and initiation stage, not after all of the
 
funds have been obligated. Thus, adequate staffing levels generally tend 
to lag behind when a program is expanding, as was the case in Mali. This, 
in turncauses those at post to be badly over-worked, resulting in a poorer
 
quality of performance and frequently poor morale. This,in turn,creates 
problems in recruiting personnel for the post. 

The number of projects in a mission is more meaningful indetermining
 
staffing needs than the value of a country program or of individual
 
projects, but italso has its drawbacks. First, which projects are you
 
going to count? The usual tendency seems to be to look only at 
USAID-funded dollar projects and to ignore regional and AID/W-funded 
projects located in the country, local currency projects (from counterpart 
funds or P.L. 480 proceeds), Title II programs, etc. Secondly, many 
projects such as Haute Vallee, have a number of components, a number of 
which would be a separate project in znother mission. Thirdly, one needs 
to include not only on-going projects, but those in the development 
stage--frequently, the latter are the more time-consuming. 

Another factor that impacts heavily on staffing needs is the local 
environment in which the USAID personnel must operate. Where logistical
 
support is poor, climatic conditions are rough, qualified local nationals
 
are difficult to find and hire, and host country project officers are
 
poorly trained and/or have little management or technical experience, the
 
USAID staffing should be relatively stronger--in numbers and in
 
experience. In addition, if the USAID program is largely located in the
 
interior of the country, and it is relatively inacessible, staffing
 
requirements are likely to be greater.
 

Actual availability for work also needs to be factored into the calculation
 
of staffing needs. For example, many hardships posts authorize R&R. Then
 
there's annual leave, sick leave (which may be greater in hardship posts),
 
home leave, and training assignments. Allowance never seems to be made for
 
training subordinates or interns (IDIs). Rather, interns are counted as
 
staff (under MODE rules), which isunfair to the USAID, the intern and the
 
AID foreign service. 



VI-16
 

Finally, the level of experience and training of those assigned to a
 

mission affect the numbers required. In the case of Mali, most of the 
project managers were interns or had just finished their internship. Even
 
their supervisors were relatively inexperienced inAID and without
 

management and supervisory experience or training. Fewer, more experienced 
personnel could have done a better job.
 

As indicated above, it is especially important to have extra personnel on 
board during the buildup of a program or during the project development and 
project initiation stages. Thus, AID/Washington should assure that it can 
provide USAIDs with quick and easy access to short-term help for this 
purpose where field staffing is adequate. Project budgets could have a 
line item for project start up costs which USAIDs could be authorized to 
obligate prior to the signature of the project agreement. AID/Washington 
could assure that one or more Indefiniate Quantity Contractors would have
 

the needed support capability to help launch the project efficiently.
 
Particular areas of need are likely to be guidance, and possibly training,
 
infinancial management systems, procurement and logistics planning,
 

management information systems (including networking), project management
 

theory and practice.
 

Efficient and effective project implementation depends not only upon AID 
experience, but especially on experience in-country. Thus, it is very 
important to keep good performers for a longer period at posts. AID should 
be more diligent in insisting upon a minimum three-year assignment or back
 
to back two-year tours at each post for most personnel. Inaddition, the
 
policy of a two-tour maximum at post should be discarded. Instead of a
 

mission having to justify why it wants to keep someone for a third tour,
 
the reverse should be the case for middle and upper level personnel -- the
 

USAID and the individual should have to justify transferring out before six
 
years at post. This should save on operating costs as well as improve
 

efficiency and program effectiveness.
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2. Some Ideas for Alleviating Staffing Problems
 

Some ideas flow from th~e foregoing discussion, iee., reduce the number of
 

regional and centrally-funded projects or contract for their administra­

tion; expand and improve the training of AID personnel and their counter­

parts responsible for project implementation; do a more realistic job of
 

estimating staffing requirements. Other ideas include:
 

a. Fund projects in full. The annual funding of projects increases
 

workloads because of additional paperwork and because funds frequently
 

are not available when needed. Thus, efficient planning is not
 
possible. This issue should be taken to the Office of Management and
 
Budget and the Congress and authorization sought to carry this out as a 

one-time shot or over a three-year period. The funds needed should be 
shown separately and not be used for any other purpose. 

b. 	 Develop local organizations to provide project implementation support. 
This could be handled as a separate project or financed from individual 
projects. The organization would give management training, but also
 

provide consulting services to its graduates to facilitate their putting 
into place what they had learned. The organization could support USAID 
as well as host country project implementing agencies. In time, it 
might well be self-supporting through work for other donors, government 

agencies, local private sector, etc.
 

c. 	 Perform reviews of USAID internal management. Two types of review teams 

are needed, although the same individuals could perform both functions. 
In 	one case, AID/Washington could request a review of the internal
 

management of a USAID, either because it felt that improvement was 
needed or as part of a regular, periodic inspection system. Secondly,
 

it should be possible (and encouraged) for a USAID Director to ask for
 

assistance in dealing with internal management problems or concerns
 

without any report being produced to be circulated in Washington. 
Psychologically, such a review system will work effectively with 

positive results only if its mandate is to "help" mission management 

with its problems, not assess its performance in the audit sense. 



VI-18
 

d. Make greater use of host country personnel in staffing the USAID. This
implies giving local nationals more responsibility and better access to
training opportunities inaccordance with AID Handbook Circular - HB31
transmitted by Administrator's Memorandum of September 17, 1981.
 

e.Re-organize USAID to increase the focus on 
project implementation and
 
improved management. 
Often USAIDs end up with more U.S. personnel

assigned to overall management, control, programming and general i,ssion

support than to the implementation of the mission's program.

addition, the traditional pyramid form of organization isnot

necessarily the most efficient. 
 Technical personnel often waste much of

their time on administrative matters inwhich they have neither an
interest nor a bent. 
 Until project officers are considerably up-graded,

they will need the support of other personnel infinancial management,

networking, planning, etc. 
Mission organization should conform to the

needs of a
specific program with given personnel, not to some

pre-conceived management theory. 
AID/Washington should not arbitrarily

rule out the possibility of combining the Management or Executive

Offices with the Controller's Office or of letting a 
local national
 
occupy those positions.
 

f. Involve the U.S. private sector (profit and non-profit) or other U.S.
 
government agenciesmore in projectplanning and administration. AID
already provides a large grant to an umbrella private voluntary
organization (PVO) which in turn distributes grants to member PVOs.
 
Consideration should be given to using this concept for a
country

program, particularly incountries where major U.S. support to the
development effort is not planned. A larger PVO might plan a program

with the host government, perhaps inconjunction with other PVOs, and
 
get full funding from AID. 
 AID staffing should be no more than one
 
person, and itmight be possible for monitoring to be handled from a

regional office, supplemented by periodic evaluations.
 

Consideration could also be given to AID participation inthe financing

of development activities that might be partially funded and fully

managed by a U.S. business firm.
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Ifa small program were concentrated in one technical field, e.g.,
 

agriculture, it would be feasible to let a USDA team fully plan and
 

manage a country program (one or more projects). 

£7;Y
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I. INTRODUCTION AND OVERVIEW
 

The site of the Operation Haute Vall6e project isthe upper reaches of the Niger
 

Valley (referred to inFrench as the Haute Vallee). The organization responsible
 

for project implementation isthe Operation Haute Vallea semi- autonomous
 

agency of the Government of Mali (GRM) under the Ministry of Agriculture. The
 

Operation (OHV) isresponsible for coordinating and'promoting the integreted
 

development of the Haute Vallee region.
 

The Project Paper (PP), which was approved inSeptember 1978, provides a brief
 

description of the Haute Vallee region and a summary of the outstanding features
 

of the area that were considered critical to understanding the project design
 

(see Annex A). The project's purpose was to promote food crop production inthe
 

Haute Vallee, infurtherance of the broader goal of increasing the income and
 

improving the quality of life of the rural poor of the Haute Vallee region. The
 

project has seven components: animal traction training and research; irrigation
 

improvement and polder rehabilitation at Bancoumana; agricultural credit;
 

secondary road improvement; health program; functional literacy; and
 

administrative, logistic and technical support to OHV. 

The Project Grant Agreement was signed within the same month the project was
 

approved (September 1978))but virtually nothing has been on time since. Most
 

proposed activities are one to two years behind schedule, due to various
 

factors: AID red tape and procurement delays; inadequacy of OHV management style
 

and capability, exacerbated by limited use of technical assistance; poor
 

contractor performance; grossly inadequate project management by USAID,
 

reflecting inpart AID/Washington (AID/W) inability to provide qualified
 

personnel; and faulty assumptions in the Project Paper -- to name a few. 

Yet, there have been positive developments inthe Haute Vallee region (increased
 

production, especially of corn). The policy outlook has improved considerably
 
(declining government intervention inthe market), some project activities are at
 

the point where they should begin to have a positive impact (roads and Bancoumana
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rehabilitation), and other activities could become effective very quickly if the
 

evaluation team's recommendations are followed (agricultural credit, functional
 

literacy). In short, disappointing results to date, but the potential is still
 

there and realizable. The key ismanagement, management, management.
 

(0
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II. PROJECT PURPOSE
 

The Project Paper has two formulations of the Project Purpose, one in the project 

narrative and the other in the Logical Framework. The former reads: "To
 

increase agricultural productivity, production and marketing throughout the Haute
 

Vallee region." The Logical Framework reads: "Increase food crop (author's
 

italics) productivity, production and marketing in the Haute Vallee." As will be
 

seen later in this report, the distinction is quite important. The Logical
 

Framework formulation is the correct one in the context of the Project Paper in
 

its entirety. Thus, the correct statement of the Project Purpose is buried in an
 

annex of the Project Paper. The Logical Framework is appended hereto as Annex B.
 

In the Project Grant Agreement, the USAID utilized the Logical Framework
 

formulation in Annex 1 and a variation of it (i.e retaining food crops) in the 

formal Agreement. However, the French translation is "cereals" in one place, 

"cultures vivrieres" in another. The latter is more accurate in translation, 

although in Mali the latter term is also frequently used to refer to cereals 

since cereals are the mainstay of the diet. As initially formulated, the project 

focus was on cereals -- millet-sorgum generally, and rice in the Bancoumana 

polder area. As will be discussed in III below, the project setting has changed 

considerably and a new project strategy is needed. To formulate such a strategy,
 

it is essential to have an unambiguous statement of the Project Purpose.
 

RECOMENDATION
 

(1) The statement of Project purpose should be: "To increase the productivity,
 

production and marketing of food crops in the Haute Vallee region."
 

(2) The term "food crops" should be understood in the general usage of the
 

words, i.e., to include, but not be limited to, cereals.
 

Another ambiguity that has risen during the evolution of the project is the
 

meaning of the term "Haute Vallee region." In _ 198-, two additional rural
 

development sectors (Secteurs de Developpement Rural--SDR) were added to the
 

geographic responsibility of the Operation Haute Vallee (OHV), the project
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implementer. That is,the number of SRDs was increased from four to six. The
 

Director of OHV has requested USAID support for the two added sectors. 

Since the terms of reference for this evaluation do not mention this subject, and
 

no final decision has yet been made, itmay not be appropriate to offer
 
recommendations. However, given the general findings of the evaluation, and the
 

potential impact of the decision on the achievement of the Project Purpose, some
 
comments and suggestions do seem appropriate. As will be detailed later, there
 

have been delays inthe implementation of practically all project activities, due
 
inlarge part to inadequate management capability inOHV, USAID and to some 

extent the technical assistance contractor. Furthermore, there have been
 
considerable overruns insome project activities, and diversion of project funds
 

for support activities in the newly added areas will reduce even more the funds
 
needed to expand productive activities inthe initial project area.
 

One of the management deficiencies noted above has been the inability to make
 
timely decisions inUSAID and to stick with the decisions once made. Itis
 

suggested, therefore, that a firm decision be taken immediately--as far in
 
advance as possible of the start of the Malian Government's (GRM's) new fiscal
 

year (January) since the decision could have budget implications for the GRM.
 

The Evaluation Team's findings, as set forth later inthis report, suggest that
 

most of the seven components of the project need priority management attention by
 
the OHV, USAID and the technical assistance contractor ifthe activities are to
 

achieve the desired results inthe initial project area. Therefore, itdoes not
 

seem prudent even to consider extending project activities into the new zones
 

until they are functioning well inthe initial project area. Even the possible
 
allocation of operating costs (frais de fonctionnement) to, and the use of
 

technical assistance personnel in,the new zones should await a study of the
 
impact on the original project activities from any such shift inthe use of
 

resources.
 



III-i 

III. PROJECT STRATEGY
 

A. Evolution of Project Strategy
 

Perhaps because of the complexity of the project, a project strategy was not
 

clearly enunciated in the Project Paper. Seven project components were
 

decided upon which were to be complementary in bringing about increased food
 

production by largely subsistence farmers:
 

* animal traction - to increase productivity; 

* improved irrigation (Bancoumana)--to increase rice production; 

* credit - to expand access to basic agricultural technology; 

* road rehabilitation and upgrading - to ensure that increased agricultural 
production could be marketed;
 

* disease control - to improve labor efficiency and the general welfare;
 

* functional literacy - to facilitate access to agricultural information am
 
the general welfare; and
 

* support for OHV in crop research and administration.
 

While there was no project strategy per se, the project designers made clear
 

that two components were critical to the achievement of the project's overall
 

objectives: roads and credit. In addition, they cautioned that the project
 

should avoid any grandiose schemes and build upon and improve existing
 

practices that have already demonstrated success inMali, e.g., use of an
 

autonomous (actually only semi-autonomous) implementing agency (Operation 

Haute Vallee), irrigated rice production, use of animal traction, and an 

ongoing functional literacy program. The designers were concerned about the 

management burden being placed on OHV and the USAID, and urged a phasing of 

project activities and the tailoring of the level of assistance to the 

capacities of the farmers of the region and the OHV. Significant levels of 

management training and technical assistance were also recommended to deal
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with the lack of manment expertise. Flexibility W to be maintained
 

because of the nature of the project, and inorder to take advantage of the
 
project's build-in research component. There was also concern about OHV's
 

financial viability, and a study was planned to explore possibilities for
 

increasing OHV revenues. 

The project proposal submitted by the technical assistance contractor (Louis
 

Berger International Inc. --LBII) stated that management was not a major 
problem; rather, itwas important to focus on the integration of activities.
 

Acceptance of the contractor's proposal changed the focus of the project to
 

some extent. The Contractor's first chief of party was critical of the
 

project Paper inhis first monthly report (October 1979). He did, however, 
provide a focus for the project. Inhis view, the project had to be judged
 

ultimately by whether or not the farmers made more money. For him,
 
animal-traction-based farm improvement was the only component that would make 
money for the farmers. Therefore, this became the focus--the project
 

strategy. This component was centered on pilot farms, and the Project Paper 
idea of utilizing animal traction centers was dropped--after four had been 
built. The integration of the activities on the animal traction centers with 

the pilot farm approach, while a concept of the designers of the project, was 
not well articulated in the Project Paper nor understood apparently by OHV or 

the technical assistance chief. 

The chief of party ignored some very cogent advice inthe Project Paper about
 

grandiose schemes and pushing too fast. His use of linear programming inmost 
environments would not be considered grandiose, but itwas inthe Malian 

context--at least inthe time frame inwhich he tried to carry itout. He 
tried too hard to make up for lost time (e.g., the year taken to get a
 

contract negotiated and signed) by using non-Malian data inhis computer 
program and trying to end run the OHV procurement system. He tried to do too 

much too fast. He apparently was unable to communicate his ideas to OHV 
senior staff. The result was that he was removed, and this brought discredit
 

to his ideas, even the good ones.
 

After the removal of the first chief of party, there was a hiatus for a period
 

of a few months. Gradually, the technical assistance team has begun to try to 
re-formulate a project strategy. There has been greater focus on management
 

('
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needs, and upon improving the credit program. There has been an attempt made
 

by OHV and the contractor to follow a reduced number of pilot farms, with a
 

view to obtaining necessary feedback that can help improve the quality of 

extension services.1 Nevertheless, it is safe to say that no project 

strategy has been articulated, let alone agreed to by the three interested 

parties: OHV, USAID and LBII. One of the reasons for this lack of an agreed 

strategy is that the perceptions, and hence the objectives and priorities, of 

OHV and USAID have been different. 

B. Reconciling Project Priorities
 

From the beginning of the project, OHV has had an overall objective of
 

promoting the development of its region. Ithas also been charged with
 

carrying out the GRM policy of increasing cereals production, primarily with a
 

view to have available an adequate supply of cereals for distribution to civil
 

servants at reduced prices. Thus, itwould seem that the interests of the two
 

parties coincide. However, one must look at how OHV earns its income.
 

OHV's main source of income has been, and continues to be, the fees it 

receives from other state enterprises for the commercialization of cash crops 

(cotton, tobacco and peanuts) and for the distribution of farm inputs. It 

also receives a fee for purchasing and delivering foodgrains to OPAM, another 

state enterprise. However, OHV isunable to market a significant quantity of 

food grains (see Table 1) because of the low controlled price set by the GRM.
 

There are many consumers of food grains, so there are also many intermediaries 

in their marketing. There is,however, a single ultimate buyer of cotton, a
 

state monopoly. This is largely true for tobacco also. There is a GRM
 

parastatal for the purchase of peanuts, also, but being a food crop, peanuts
 

are also marketed through various channels as well as consumed on the farm.
 

Thus, OHV's primary interest has been to promote the production of cotton, the
 

only crop it could be sure of marketing at harvest time.
 

lIt should be noted that the decision to go immediately to 80 pilot farms in
 
the 1980/81 campaign was the OHV Director's--against the advice of the con­
tractor's chief of party. 



TABLE 1 

OHV MARKETING
 

QUANTITY 	MARKETED (TONS) RATIO MARKETING/PRODUCTION () AVERAGE RATIO
CROP
 
1978/79 1979/80 1980/81 1978/79 1979/80 1980/81 78/79 - 80/81
 

Millet/Sorghum/Maize - 120 84 0 0.30 0.16 0.15 

Rice 	 ­ - 6 0 0 0.07 0.02 

Peanuts 129 60 43 1.20 5.20 0.35 2.25 

Cotton 4,538 8,591 6,552 90.75 96.50 60.00 82.30 

Source: 	 Reports of the OHV Board of Directors for quantities marketed and for production data used to
 
calculate the ratios.
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OHV also has earned iey from distributing farm inpM. However, this 

depends upon having a source of credit available for the farmers; otherwise,
 

the amount sold would be minimal. The source of credit was SCAER, the
 

parastatal responsible for the purchase and distribution of farm inputs. If
 

one isto provide credit, one must be sure that there will be a chance of
 

repayment, i.e., the farmer needs a cash crop. Hence, one is led once again
 

to cotton, the one cash crop whose marketing OHV can be sure of controlling.
 

OHV can recoup its loan when itpurchases the farmer's cotton, minimizing the 

risk of default on the loans extended.
 

Given the foregoing situation, one might ask why the OHV would want to take on 

a project that was dedicated to promoting food crop production when its own 

income structure dictated a need to promote cotton and other crops whose 

marketing OHV could control. Some of the project components could be seen as 

likely to result in improvements that could increase the production and ease 

the marketing of cash crops, e.g., up grading of roads and agricultural 
credit. Increased funding was made available for OHV operations (operating 

costs, construction of offices and warehouses). Construction of the 
Bancoumana polder was included inthe project, and this was a high priority 

project for the GRM for political as well as economic reasons. Inaddition,
 

the project would foster development ingeneral inthe region, which would
 

redound to OHV's credit. A more rapid rate of development should increase 

OHV's oncome. 

Inshort, the project had much of general advantage# to OHV, and a fair amount 

that could be utilized in a way to promote cotton production even more 

effectively. 

Then one might ask why AID should have been interested inthe project, since
 

it should have been clear that the OHV would be pushing cotton production if 
there is a chance that itwould adversely affect U.S. cotton exports. 

Although it is not documented, itwould seem that the following reasoning 

might have prevailed. With good management, it should be possible to assure
 

that AID's resources did indeed get used to support increased food produc­
tion. Furthermore, virtually all farmers inthe zone are small farmers (2 to
 

(7 
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20 hectares) and there is no such thing as a cotton farmer per se. Rather for
 

security against capricious rainfall and other risks, farmers generally plant
 

at least four different crops in the different parcels that they farm. Thus,
 

cotton would be only one crop grown, and the area planted to cotton would be
 

considered infinitesimal by U.S. standards. A 1977 study cited in the Stier
 

technical paper (Appendix ) indicates that a farmer with as many as 19
 

hectares in crops would only have two hectares devoted to cotton. Even with
 

the increases in hectarage devoted to cotton (Table 2), the average cotton
 

hectarage in the 1980/81 campaign on the control farms (for comparison with
 

the pilot farms) was 1.85 hectares. On the pilot farms, which received credit
 

permitting the purchase of a full equipment package, the area planted to
 

cotton varied from 1.76 hectares in the Kati region to 3.65 in Kangaba. Thus,
 

it appears that the increased hectarage has come from small increases by a lot
 

of farmers, including the entry of new farmers into cotton production, rather
 

than the development of large farms.
 

The project designers projected an increase in the area planted to food crops,
 

particularly millet-sorghum and rice, and some increase in yields. Expanding
 

the area farmed and obtaining higher yields increase the requirement for a
 

greater investment in weed control. The Project Paper did not assume a labor
 

constraint, presumably because it was assumed that there would be a
 

considerable expansion of the use of animal traction for weeding. This in
 

turn meant there was a need for credit to finance the purchase of oxen and
 

small scale mechanized equipment. Given the existing system of credit in
 

operation in OHV at the time, it would have made sense for cotton to be the
 

cash crop that would facilitate ther mion ino other crops. Thus, some
 

expansion in cotton production was probably seen as necessary at the outset of
 

the project. However, the project had other elements that were designed to
 

change the structure during the course of the project.
 

The Project Paper called for a credit specialist on the technical assistance
 

team, and for the introduction of a revised credit system by the third year of
 

the project. A further revision was projected in year four based on the
 

results in year three. Thus, the opportunity was afforded to restructure the
 

credit system away from a domination toward promoting cotton production.
 

Potentially of even more importance was the plan to do a detailed study of OHV
 

operations with a view to recommending a program for increasing OHV's revenues.
 



TABLE 2 

AREAS PLANTED - YIELDS 

(Hectares --Kilograms) 

1977178 1978/79 1979/80 1980/81 Increase Increase
 
CROP.______ Area Yield Area Yield 
 Area Yield Area Yield 1978-81 1978-81 

Millet/Sorahum 19,500 760 21,700 900 22,000 1,000 24,300 983 + 25% + 29%-

Maize 4,100 1,200 11,100 1,100~ 11,300 1,742 11,900 2,420 +190% +102% 


Rice 4,000 1,000 6,800 853 7,500 1,000 7,900 1,063 + 98% 
 + 6%
 

Peanuts 15,700 764 12,500 864 12,000 900 13.000 
 992 - 17% + 29% 

Cotton 3.,300 910 5,000,' 1,000 8,000 1,113 9,550 1,152 +189% - + 27% 

Source: .:-OHV for areas planted. '.Yields calculated from production data (Table 3) and areas.
 

J 

4 
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The road component was also expected to lead to improved access to markets by
 

the farmers--free markets where he/she could expect to obtain higher prices
 

and become more independent of OHV and GRM price policies which penalized
 

farmers infavor of the urban consumer (particularly GRM civil servants).
 

Thus, while there were conflicting priorities at the outset of the project,
 
there were also activities built into the project that were designed to bring
 

each party's objectives more in line as the project progressed. Furthermore,
 

OHV was not against promoting increases infood production, itwas just that
 
it needed to use increases inthe production of cotton as the vehicle for
 
bringing about increased food production. Ithas promoted corn production, in
 

part through the dissemination of improved seeds. Crop rotation
 
recommendations have also resulted inincreased yields infood crops--although
 

not as much as ifdirect fertilizing were promoted. Itcan be seen from Table
 
2 that the acerage planted to corn between 1977/78 and 1980/81 has increased
 

slightly more than the increase incotton. Furthermore, corn yields increased
 
over 100 percent, while cotton yields only increased 27 percent. Even sorghum
 

yields increased slightly more than cotton yields. Corn production increases
 
(Table 3)were even more dramatic, rising by 476 percent during the same
 

period. This reflects inpart a low starting base. Nevertheless, corn
 
production in1980/81 surpassed sorghum productiOn by nearly 6,000 tons.
 

The foregoing suggests that even greater increases would have been possible if
 
agricultural extension and credit programs had not been structured so much in
 

favor of cotton. Italso illustrates how quickly farmers can respond when
 
market conditions are right.- benefits from the project probably were
 

considerably under-estimated in the Project Paper, since the calculations were
 
based almost entirely on increases in sorghum production resulting primarily
 

from increased acerage. These changes inthe relative importance of different
 
crops inthe 0HV region, and the increasing availability of technological
 

interventions, suggest that the proposed project activities can make a major
 
"J contribution to the development of the region--particularly ifreinforced with
 

some policy changes and a harmonization of priorities by OHV and USAID.
 

Fortunately, some recent events would seem to increase the chances of a
 

further harmonization of project objectives. For a variety of reasons, cotton
 



TABLE 3
 

PRODUCTION
 

(Tons)
 

LEVEL OF PRODUCTION % Increase Avg. Nat'l Average Avg. Ratio 
inProductbn Production OHV OHV/Nation

1977/78 1978/79 1979/80 1980/81 1977/78-80'811978'79-8Y8l 1978-79 % 

Millet/Sorghum 14,800 19,500 
 22,000 23,000 55 999,775 36,245 3.5
 

Maize 5,000 12,200 19,680 28,800 576
 

Rice 49000 5,800 7,500 8,400 110 199,525 6,425 3.2
 

Peanuts 12,000 10,800 11,700 12,900 7.5 131,750 6,975 
 5.3
 

Cotton 3,000 5,000 8,900 11,000 266 125,225 11,850 9.5
 

Source: OHVand five year plan 1981/85 for levels of production.
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plantings were sericwy reduced this year, and it iliot certain that
 

continued expansion of cotton acerage is feasible--even if deemed desirable.
 

In addition, OHV now has the responsibility for commercializing vegetables--in 

part for export. SCAER went out of business in November 1980, so OHV has lost
 

a source of income, has even less control over the supply of production inputs
 

and has lost a source of short term production credit. The foregoing would be
 

sufficient reason for some re-thinking by OHV. However, recent (iUpolicy 

pronouncements and actions make even more urgent the need for thinking 

seriously about OHV's future. It also suggests the possibility of greater
 

harmonization of OHV and USAID's objectives.
 

Policy statements in the new 5-year plan indicate that there is going to be
 

increasing reliance on private enterprise and more liberal market
 

arrangements. The CiM has initiated the process of de-controlling cereal
 

prices. It has already abolished some parastatals and taken steps to convert
 

others to mixed private-government ownership. With IBRD/IDA financing, the 

.GRM is launching a six-month study of all of the "Operations" to determine 

whether and how they can become self-supporting organizatiops--if there is a
 

rationale for their continued existence.
 

OHV's immediate reaction to the demise of SCAER was to turn to USAID for a
 

bail-out. USAID chose to try and use OHV's plight to force through some
 

overdue changes in the credit structure. However, the demands were excessive,
 

inappropriate in part, and impossible to implement in the short run.
 

Furthermore, the timing was ludicrous. This incident reinforces the view that 

there is an urgent need for OHV and USAID, with LBII participation, to have an 

agreed long term strategy (preferably jointly developed) as well as shorter 

implementation plans developed within the framework of the long term strategy. 

The recent policy changes of the GRM and the study of the Operations mentioned 

above make it even more imperative that OHV do some re-thinking about its role 

and its structure. Because of the importance of its financial support to OHV, 

USAID should be a participant in that re-thinking process. Given the obvious 

need for some joint strategic planning, and no evidence of it having taken 

place, the Evaluation Team has taken the liberty of offering some thoughts 

about a long-term strategy for OHV and tijLe projectplus suggestions for a 

medium-term strategy based on our view ol1 the present situation and the long 

term strategy proposed. 



C.Developing a Project Strategy
 

Before suggesting components for a project strategy, it is necessary to look
 

first at the project's implementing organization and make some assumptions
 

about its future. Inone sense the timing for doing this isnot propitious
 

because the (RM isabout to launch a study which issupposed to result in
 

recommendations about the future of OHV and a number of other Operations and
 

parastatal organizations. On the other hand, OHV ismore apt to be able to
 
influence the results of that study if it has done some soul-searching and
 

long term planning before the study team arrives. It is also inAID's
 

interest to have done some thinking about OHV's role inthe long term so tha
 

itcan make its own input to the study. The following isdesigned to promote
 

a joint dialogue on the subject.
 

As a first step in suggesting a future for OHV it is necessary to look at whi
 

OHV is now doing and expects to be doing the next few years. The following 

list may not be complete, but it seems sufficient for our purposes:
 

* Provider of production inputs to farmers (fertilizer, herbicides, etc.);
 

* Provider of oxen to farmers;
 

* Provider of agriculturt equipment to farmers; 

* Provider of equipment for blacksmiths/metal workers; 

* Provider of credit for financing of the above items; 

* Provider of technical assistance to blacksmiths/metal workers; 

* Provider of extension services to farmers; 

* Purchaser of cotton and occasionally other products; 

* Coordinator of functional literacy program; 

* Coordinator of cooperatives development;
 

e Coordinator of secondary road improvements/road maintenance; and 

* Coordinator of community development activities.1
 

JComunity development was mentioned inthe OHV Director's letter to the 
Coordinator of the Evaluation Team, but OHV's probable role was not clear. 
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It seems appropriate to develop a longer term strategy and a short-medium term
 

strategy. For the former, a time period of three to five years is suggested.
 

In other words, the structure proposed would probably be that for a follow-on
 

project--whether financed by AID or other funding sources. As indicated
 

previously, GRM policy pronouncements, and some actions, indicate a movement
 

toward encouraging private initiative and freer marketing. Inaddition, the
 

GRM has already established a national agricultural bank which presumably will
 

eventually take over the provision of the bulk of agricultural credit.
 

Given the foregoing, it is suggested that items 1 through 4 in the above list
 

should have been taken over almost totally by the private sector in the longer
 

term. In addition, the provision of agricultural credit should have become
 

the responsibility of the new agricultural bank (BNDA). Provision of
 

technical assistance to blacksmiths probably would have become unnecessary.
 

Therefore, the principal activity remaining would seem likely to be the
 
1
 

provision of extension services.-


In addition, there would seem to be a need for coordinating the provision of
 

activities that relate directly to the extension activities: functional
 

literacy, promotion of and support to cooperatives and possibly community
 

development activities. As a regional development organization, OHV should be
 

involved in establishing priorities for secondary and tertiary road
 

rehabilitation and for helping to create and assure the functioning of a local
 

system for road maintenance. While this may appear to be a drastic reduction
 

in OHV responsibilities, the net result could well be increased effectiveness
 

and prestige for the organization. Such changes should also provide increased
 

stimulus to the region's development.
 

If one accepts the foregoing scenario for three to five years from now, there
 

are implications for a short term strategy. OHV should begin looking for
 

means to promote the delivery of production inputs and agricultural equipment
 

to farmers through the private sector. This might be initiated through supply
 

1Even that might eventually be incorporated into a national extension service.
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contracts at the outset, either for the provision of specific items
 

region-wide or for the provision of a large number of items ina specific
 

region--or some combination thereof. Bamako wholesale producers could be
 

encouraged to set up local distributors inthe more accessible towns. The
 

credit fund might be used to facilitate such actions. As a supplement to the
 

foregoing, plans should be developed for assisting interested villages,
 

particularly in the more rapidly modernizing areas, to establish their own
 
local storage facilities for inputs. Again the credit fund could be used to
 

facilitate this. Establishing more village storage points, under the control
 
of the village, ishighly desirably also from the point of view of assuring
 

the timely availability of production inputs.
 

The Project Paper envisaged the animal traction centers becoming self­

sufficient through the provision of services: animal health services,
 
training of oxen, training of farmers. Since four centers have been
 

constructed, and OHV isnot utilizing them, OHV should attempt to lease the 
centers to individuals who could take over the centers and establish a profit
 

making activity. For example, the center operator could purchase oxen when
 
prices are fairly low and then fatten and train the oxen and then resell them " 

for a profit. Again, the credit fund could be utilized to facilitate the 
initiation of the activity. Some additional study isneeded to develop this 

proposal, but it is indicative of the type of thinking that should be going on 

inOHV, USAID and LBII. 

Movement of blacksmithing/metal working activities to the private sector has
 

been initiated, but the various reports reviewed do not indicate that ithas 
been consistently successful. It is suggested that a special evaluation of 

the program be carried out with a view to strengthening itand also making it 
even less dependent on OHV for its success. Consideration should be given in 

the evaluation to seeing ways of building on the program so that the 
manufacture of some of the simpler equipment, as well as equipment repair,
 

would be fostered in the outlying towns. Manufacture of spare parts could be
 
a starting point. Some specialization might be arranged among the different
 

manufacturers.
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The likelihood of turning the credit program over to the BNDA within the next
 
two or three years also has implications for the short run. First, as
 
indicated in the previous paragraphs, there isneed for a more innovational
 
use of the credit fund to increase private sector activity insupport of OHV
 
development inthe OHV area. Inaddition, there isa need to use the fund to
 
finance production inputs (ifno other funds become available), oxen and
 
equipment for other th'n just pilot farmers and producers of cotton. 
Expanding the use of credit will require a re-vamping of the structure of the " 

system. That would be necessary anyway before it could possibly be taken over 
by the BNDA. Furthermore, it should be a pre-condition to any additional AID 
support to the credit fund. As indicated in IVB below, the current system is
 
overly burdensome on extension personnel who have more productive things to
 
do. Management information needs cannot possibly be met under the present 
system.
 

At the present time, 0HV isbroadly judged inthe villages on its delivery of 
inputs, the timeliness of its purchase of cotton (and occasionally other
 
crops) and the quality and attentiveness of the extension agents. For the
 
longer term, the latter will become the primary basis for judgment. This
 
suggests the need to insure that the extension service isof the highest
 
quality. Even inthe shorter term, the most effective catalysts of increased
 
production which are under OHV's control are the quality of extension services
 
and the availability of credit. Even effectiveness of the credit system
 
depends largely on the performance of extension agents. There appears to be a
 
need for reviewing the criteria for placement of extension agents, for
 
augmenting substantially the quantity and quality of their training,
 
developing incentives for improving their performance, improving their
 
supervision and up-grading the level and quality of support available from
 
headquarters. 

There follow some ideas regarding the criteria to be utilized indeciding upon
 
the placement of extension agents. Although there may be some political
 
pressure to scatter the agents throughout the region, production goals are
 
more likely to be achieved with a certain amount of concentration. This is
 
particularly true at present where the extension agent isa vital link in the
 
placement of production inputs. Where the production potential is seen as
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large, there should be a concentration of agents to expedite the adoption of
 

new techniques and to provide extra guidance during the first year or two.
 

Presumably this concentration would coincide with the placement of pilot
 

farms, which particularly need a closer level of supervision as well as more
 

collection of data. More direct involvement with the pilot farms could serve
 

as training. After a couple of years, a lower level of supervision should be
 

possible and agents regrouped to give a push to another area. The faster
 

agents can be taken out of the business of supplying inputs and being involved L
 

in the credit program, the quicker the level of extension services can be
 

improved throughout the area.
 

¢ ' t ' ' 
The foregoing suggests the need to classify the OHV region into zones tc- f 

according to their development potential. This, in turn, should be followed 

iythe dev ment of croppin priorities for the different zones, i.e., what 

are the crops that hold the greatest potential for the next few years taking
 

into account soil types, rainfall patterns, level of sophistication of the
 

farmers, etc. This does not mean trying to go to a monocultural arrangement
 

in any zone, as that would not be satisfactory to farmers. On the other hand,
 

developing cropping priorities in certain areas could permit greater
 

specialization and depth of training for extension agents. This implies that 

the primary cash crop in the region would vary from zone to zone.
 

The foregoing proposal assumes the existence of technological interventions 

ready for application, at least on the pilot farms. Based on his own 
research, numerous meetings and a conference with agronomists from OHV, LBII 

and the Division of Agronomic Research of the Institute of Rural Economy 
(IER), Mr. Serafini of I(RISAT has put together a paper suggesting the 

availability of a numer of such interventions. An excerpt of his paper is 

attached as Annex C. He discusses various cultural practices, cattle feeding 

and various crops: cotton, rice, maize (corn) and pigeon peas. He also 

discusses the importance of keeping OHV tied in closely with ongoing applied 

research to insure that its extension service is as up-to-date as possible.
 
He gives examples of additional applied research that could be carried out in
 

the OHV area.
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Underlying all of the agronomic recommendations is the assumption that the 

major focus of the project will be the extension as rapidly as possible of 

animal traction, the introduction of traction equipment and increasing the " 

availability of supportive production inputs. There has been considerable 

discussion within the last year regarding the desirability of introducing
 

tractors into the zone. Ithas been suggested particularly for the Bancoumana
 

polder. The difficulty of plowing the soils has been cited as the reason for
 

introducing tractors -- the plowing is too difficult for the oxen.
 
Unfortunately, the experts differ regarding this point. The generalist notes
 

that the area is being farmed now with oxen. Admittedly, a deeper plowing 
could be arranged, and possibly an earlier plowing with a tractor. The 

question then becomes whether the value of the extra yield obtained will cover
 

the added cost of the more advanced technique. The June 1981 report of 

Agronomist Grisay of LBII includes some data on the situation at the Farabana
 

polder which casts doubt on the economic efficiency of using the tractor.
 

Even ifthe economic efficiency could be demonstrated, itwould be important
 

to review the underlying assumptions regarding costs. OHV has proposed buying 
the tractors and renting them to the farmers--at what rate? Calculations 
should not be based on a subsidized rate. On the other hand, the full cost
 

under OHV administration, based on recent performance, would probably be 

unfair" to the farmer. Three tractors were provided a year ago for the 

construction of the Bancoumana polder. Since construction there was delayed, 

the tractors were used at Farabana. Within that period of time, one tractor 

isno longer operable and a second is in very bad shape. Ifthe use of
 

tractors makes economic sense anywhere in the zone, loan funds should be
 

utilized to permit a private farmer or a village to buy a tractor for its use
 

and for rental to others. No funding should be made available to permit OHV
 

to get into the business--for reasons of lack of capability and because it
 

would not be consistent with new G(M policy directions.
 

A number of the proposals inthis section will require increased management
 
attention by OHV--USAID to some extent. As isdiscussed later inthe report, 

both organizations have demonstrated weaknesses in this area. One can 
justifiably ask how one can expect management to be able to carry on the 

additional tasks proposed. First, not all things have to be done at once; 4­
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therefore, management priorities must be established. Some suggestions are
 

offered in the Project Management section below. Furthermore, if a manager
 

can establish a long term strategy and shorter term implementation plans, it
 

will be much easier for him/her to set day-to-day priorities.
 

OHV management (and USAID's to some extent) could achieve a good deal more if 

the technical assistance team were beefed up and used more extensively and
 

intensively. This also iscovered inmore depth in the Project Management
 

section.
 

Management training is needed at all levels of OlV. While long term training
 

might be helpful in the long run, the more urgent need is in-country training
 

tailored to the needs of the individual manager. This must be built into the
 

project. Again, the technical assistance contractor could be used to expedite
 

and help organize such training. 

Finally, OHV management has to delegate more responsibility. In conjunction
 

therewith there must be adequate controls and effective information systems to
 

insure that proper actions are taken in a timely manner. Failure to produce
 

should result in removal. An awards program should be established to provide
 

incentives.
 

The increased flexibility in OlV operations proposed above is feasible only if
 

it can obtain alternate sources of income and/or reduce substantially its
 

operating costs. Both should be feasible and both should be given high
 

priority. With SCAER's demise, it is assumed that OlV is no longer getting
 

money for delivering inputs. Even if it is, it is not clear that the amounts
 

received cover cash costs, let alone real costs. Therefore, moving that
 

operation into the private sector as rapidly as possible could be a net
 

gain--at worst, it should involve a minimal loss of revenue.
 

The credit program is certainly not providing any income to OHV, although it 

may to some members of the organization. Rather, it is a cost to the 

organization--perhaps not on a cash basis, but it is reducing the 

effectiveness of the extension agents. When it is moved out, either the 
number of,agents can be reduced or better coverage provided in the valley. 
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In the interim, it may be necessary to add a few personnel to get the system
 

properly structured and operating efficiently. Concurrently, however, it
 

should be possible to reduce the involvement of the extension agents in the u­

collections side of the program.
 

A further step to reduce the involvement of the extension agents is the
 

placement of production inputs in individual villages, as previously
 

suggested. Inaddition, a serious attempt should be made to extend credit to
 

a village association rather than to each villager. This will take time, but
 

it should reduce the costs of administration of the credit program. In
 

addition, it probably is essential to insure that credit will continue i.:o be
 

available after BNDA takes over, because BNDA probably would not be able to
 

afford handling such credit otherwise. Ifthe reforms suggested in the next
 

section are adopted, it might even be possible for OHV to make a little money
 

on the credit program.
 

The principal source of earned revenue for OHV has been the fees received for
 

the purchase and delivery of cash crops,, particularly cotton. Presumably,
 

this could continue for some time. However, this isnot sufficient;
 

furthermore, itwould be more economic and more supportive of project
 

objectives, if OHV could be involved in the marketing of other commodities.
 

In time, this probably will also be taken over by the private sector.
 

However, OHV's continuance in the market might be justified for some time just
 

to insure that competition was really working in the market, i.e., to insure
 

that the farer was not being unduly gouged.
 

As the GRM gradually lets grain prices seek their market level, there should
 

be no reason why OHV could not buy cereals as well as cotton and other
 

traditional cash crops. In the meantime, OHV, with USAID support, should
 

request the GRM to permit OHV to offer to buy part of a village's production
 

at the official price and part at the going market price. A split of 1/3
 

official, 2/3 free market might well be interesting to the farmer since OHV
 

would be there anyway buying other crops, and the farmer would not have to
 

worry about getting his produce to market. This probably would mean that the
 

government would get more grain than usual at the controlled price--certainly
 

from the OlV area. OHV should also look at the possibility of renting storage
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space, or paying farmers to store grain on the farm, so that it could hold the
 

grain for sale later in the year when prices rise.
 

Itseems appropriate to conclude this section on the developing of a project
 

strategy by suggesting that there are a couple of underlying principles that
 

must continually be kept in mind. They are given much lip service, but the
 

Evaluation Team's observations indicate that they are not generally the basis
 

for policy or action. Inwhatever way OHV and AID may formulate their
 

objectives, neither will be successful if they don't keep their focus on the
 

individual farmer and his/her needs. The overriding objective should be the
 

maximization of the farmer's income and security. Both cash and food crops
 

are essential. The cash crop can provide income and can give some security,
 

but security in the final analysis requires food crops. Yet, the cash crops
 

are essential to finance the investments needed to give greater security in
 

the production of food crops--as well as cash crops.
 

Ifone accepts that maximization of the farmer's income and security is the
 

primary focus of project activity, itfollows that there must be communication
 

with the farmer--two-way communication. Farmers must become partners in the
 

development of the region. O1V is there to serve the farmers, not the other
 

way around. Not only is there a need for different technical "Packages" for
 

the various zones; there is also a need for special packages for smaller
 

farmers (i.e., less than _siWbectae)iho
cannot yet afford the 500,000 plus
 

ra -packageoffered to the pilot farmers. In attempting to look at these
 

special needs, it should be easier to see where to give priority in the other
 

activities OHV attempts to coordinate: functional literacy, cooperative
 

development, community development.
 

RECOMMENDATION
 

(3) That OHV and USAID, with the participation of the contractor, use the
 

foregoing to assist them indeveloping a long term strategy for the project
 

and a medium term plan, i.e., to the end of the current phase of the project.
 

(4) That OHV, in developing a strategy, seek the participation of its field
 

personnel as well as officials of the Ministry of Agriculture. Field
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personnel should be encouraged to get inputs from their villages,
 

particularly as relates to those proposals for more village involvement in
 

the program.
 

(5)Ifno such strategy isprepared, or agreement cannot be reached on a
 

strategy or plan, that USAID use the foregoing presentation as a basis for
 

making decisions about proposals that may be made by OHV.
 

(6) If USAID cannot have a full time Project Manager on board intime to 

participate in the development of a strategy and other actions that will 

flow from this evaluation, that AID/W be requested to provide someone on a 

90-day TDY to fill in until the arrival of the Project Manager and overlap 
with him. 
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IV. PROJECT COMPONENS 

This section will discuss the seven components of the project as set forth in the 
ProjectPaper and the Project Grant Agreement. There will be a short review of 

progress and/or evolution of the activity, followed by comments and 
recommendations. Further details can be found inthe Evaluation Working Papers
 

prepared by members of the Evaluation Team for all components except OHV
 
Support. The Working Papers have been separately distributed, but will be bound'
 

in a separate appendix to the final report.
 

A.Animal Traction
 

1. Project Paper/Project Grant Agreement
 

The Project Grant Agreement calls for the construction of eight animal
 
traction centers over the five years of the project and names the towns'in
 

which they should be located. The program proposed for the center is
 

discussed. In addition it was proposed that a blacksmith shop bd a part
 

of the center. Two hectares were to be set aside for applied research
 

involving both cultural practices and animal traction.
 

The Project Paper indicated that the centers should be built at two a year
 

beginning during Project Years 2 and 3, three in Year 4 and one in Year 5.
 

2. Progress/Evolution
 

OHV built four centers in the first.year of the project, two of which were
 

in relatively remote areas -- contrary t6 the good advice in the Project 

Paper. Furthermore only one of the four was on the approved list in the 

Grant Agreement. The Director of OHV then concluded that it was not, 

feasible to utilize the centers as planned. Apparently none of the
 

centers was ever staffed and no attempt was made to have them function in
 

the manner intended. In any case, their only function at the moment is a
 

holding ground for oxen being placed with farmers. In most cases this
 

involves the center being used one day a year. There has been some
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discussion of usl the centers for collecting aMals for more
 

expeditious execution of animal health activities.
 

3. Comment
 

The Project Agreement provides that changes in project plans should be
 

documented by Project Implementation Letters. Itappears that neither
 

USAID, OHV nor the LBII-Chief of Party ever bothered to read the Project
 

Agreement --and especially not the Project Paper.
 

There is no documentation that gives the rationale for building four
 

centers in the first year. Neither is there official documentation giving
 

the rationale for conluding that the centers were inappropriate for
 

approving the decision to abandon the program. An OHV report says that
 

farmers would not come to the centers for 10 days for the proposed
 

training. Whether or not that was really tested, that was only one small
 
element of the program proposed for the center. Given OHV's limited
 

management capability, it certainly did not make sense to rush into the
 
activity. A more rationale approach would haveto ti startt with one
 

center easily accessible and then proceeds further only if '- m.
 

Such centers have worked elsewhere inWest Africa. Nevertheless, they may
 

not be appropriate in the OHV region/especially given the OHV management
 

workload. However, one is tdneasy about the success of the animal traction
 

program to date. There are reports of purchases by OHV of weak animals
 

and their resale at exorbitant prices to the farmer. The only useful
 

training being given in the field in the animal traction area appears to
 

be that given by the LBII animal traction expert. Yet, the Director
 

wishes to remove him from the team, utlizing short term help as needed.
 

The placing of oxen on credit with farmers is only one part of an animal
 

traction program. Before a decision ismade to eliminate the animal
 
traction position from the technical assistance team, a study should be
 

made of the status of all animals placed under the program and the'extent
 

to which the receiving farmers are using the oxen for carrying out
 

improved practices. The review should include the farmers' views of the
 

program and his/her needs for additional guidance or training.
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RECOMMDATIONS 

(7) That a study be carried out as indicated above with the participation of the
 

LBII animal traction expert and a representative from the Division de
 

Machinisme Agricole. USAID should arrange for the participation of Robert 

Shulman, if possible, the author of Strategy for the Advancement of Animal 

Traction in Mali. 

(8) 	 That OHV and LBII explore possibilities for leasing the animal traction 

centers that have been constructed to private entrepreneurs for use in 

purchasing oxen, fattening them, training them and selling them to farmers. 

(9) 	 That the blacksmith program be reviewed, focusing on the criteria for 

selection of participants in the program, the training and follow-up 

provided, and the results to date -- in terms of performance and in 

repayment of debts. Such a review should be undertaken before additional 

funds are put into the program. 

B. Credit 

1. Project Paper/Project Grant Agreement 

A brief description of the system existing at the start of the project was 

included in the following paragraph from page 8 of the Project Paper" 

"In Mali, the purchase of farm inputs (fertilizers, chemicals and 
small farm equipment) is the monopoly of SCAER, which acts primarily as 
a supply agency for the different Government Operations. SCAER's 
function inthe project area isperformed by OHV, which receives a 5
 
percent commission for each input. The unit prices for different
 
items are fixed by the Government each year and are in general lower
 
(20 to 30 percent) than SCAER's calculated cost prices. This subsidy
 
is partially (if not completely) offset by the taxes levied on every
 
ton of seed cotton and peanuts marketed. Fertilizers, seeds and
 
chemicals are sold on short-term credit (less than one year) and no
 
interest is charged. Small farm equipment is sold for cash or on
 
maximum 3-year credit at about 3 percent interest, but a one-third
 
down payment is required. Loans for motor pumps are made on a maximum
 
S-year basis. There are no loans for purchasing work animals.- The
 
system operates simply since no money passes hands. The only other
 
sources of credit inthe Haute Vallee are local traders and relatives."
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The credit system was not consi ered adequate because: (a)SCAER did not
 

always supply OHV with agricult iral implements in a timely fashion; (b)
 

maturities were not considered >y the farmers to be long enough to acquire
 
more expensive equipment; (c)n:) credit was available for the purchase of
 

work oxen; and (d)SCAH's low interest rate of 3.1 percent would not
 
provide for a self-sustaining credit program. 

The Project Paper proposed that the project build upon the existing credit 
system, modifying its most definient aspects during the first three 
years. Before the project's third crop season, a U.S. credit design 
specialist, with the assistance of the long-term credit specialist, would 

make a detailed 5-month study o the credit program with GRM officials, 
and made recommendations for a new credit system. 

The 	principal changes that were !to be made right away in the existing 
program were as follows:
 

a. 	allow for longer repayment schedules (S years) for specific farm 

implements. 

b. 	 permit loans for the purchase. of work oxen. 
c. 	 introduce an insurance program for the oxen purchased o31 credit which 

would insure traction animals at 100 percent of their pue against 
death from any cause except slaughter. Ten thousand dollars was to be 
deposited inthe insurance account at the outset, separately

accountable.
 

d. 	 make loans available for necessary land-leveling at the Bancoumana 
polder.
 

e. 	 increase the current interest rate for all commodities purchased on 
credit as follows in order to ensure a viable credit program from the 
outset: 

COMMODITY INTEREST RATE DOWN PAYMENT REPAYMENT SCHEDULE 

Work oxen 
Implements 
Fertilizer 
Seeds, supplies 

12% incl.ins. 
6% 
6% 
6% 

25% 
0 
0 
0 

5 years
5 years 
1 year
1 year 

In addition, the GRM was to be requested to give OHV the right to purchase 
implements directly from suppliers --including from local blacksmiths,
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thereby encourag the development of the incipMt small scale
 

agricultural implement industry in Haute Vallee and enabling OHV .to 

overcome SCAER's delivery shortcomings. 

Loans were to continue to be made to villagers or associations, making
 

responsibility collective. Villages would not receive loans the following
 
year until all outstanding installments had been paid as provided inthe
 

loan agreement. 
Significant Assumptions 

The Project Paper recommended building upon the existing credit system. 

Underlying this were four assumptions: (1)the demand for credit inthe 
Haute Vallee would not rise greatly for several years; (2) it would not be 

possible to design a credit system to meet the needs of the area until 
U.S. technicians had been in-country for some period time -- a long-term 
credit specialist was to have been part of the technical assistance team; 
(3)villages or village associations were collectively responsible for
 

loan repayments and that the threat to cut off credit to everyone in the 
village the following year would insure repayments, i.e., as itwas being
 

applied in GAO where the repayment rate had remained at 100 percent; and
 
(4)the loan processing system was working satisfactorily.
 

The Grant Agreement generally carried over the provisions of the Project
 

Paper, including covenants for increasing interest rates and for revamping
 

the credit system inthe third year. However, the specific changes in
 
interest rates were not carried into the Agreement.
 

2. Progress/Evolution 

There appears to have been no change in the credit system during the 

1979/80 campaign (roughly April or May through January or February). In 
the 1980-81 campaign, five-year loans were provided for the purchase of
 

work oxen, although this was generally limited to the pilot farmers.
 
Proposals for some additional changes to become effective with the 1981-82
 

campaign were prepared by OW and the Louis Berger team and submitted for
 
USAID approval inNovember 1980. One important change was for AID to
 

finance production credit as SCAER had gone out of business. USAID in
 
turn prepared its own guidelines for revision of the system and submitted
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them to OHV as p fi Implementation Letter (PIWNo.4 of March 23,
 
1981. Inundated Implementation Letter No. 5, the USAID indicated its
 

concurrence in the provisions made by OHV to implement the system as
 

modified by Implementation Letter No. 4. OHV's instruction to its field
 
personnel do not correspond to PIL No. 4, and in the field the reality
 

does not correspond even to OHV's instructions. Furthermore, Note de
 

Service No. 144 of 16 June 1981 which gave the price schedule has confused
 
matters further. The Note gave the prices for cash sales, for S-year
 

credit sales for equipment, the annual payment for S-year sales and
 
campaign credit prices for production inputs, including seeds. The S-year
 

credit.price was generally 38.7 percent above the cash sale price. No
 
mention was made of prices for three-year loans, and the Chefs de ZER
 

interviewed had interpreted the Note to mean that all equipment was to be
 
provided on 5-year loans. InJuly 1981, USAID apparently agreed
 

informally to modifications of some of the more onerous provisions of PIL
 

No. 4.
 

3. Comment
 

a. There is a very large demand for credit for purchase of oxen and farm
 

equipment in relation to the amounts being supplied. The demand for
 
fertilizer, and probably insecticides and fungicides, would also rise
 

if those inputs applicable for cereals and truck gardening were made
 

available through the program.
 

b. There is no feasible alternative source of credit at this time. The
 
newly-created agricultural development bank (BNDA) isnot yet
 

functioning and probably is not alternative before the end of this
 

phase of the projct.
 

c. The production goals of the credit program are so overwhelmingly
 

oriented toward the production and commercialization of cotton that
 

DAM 	should consider terminating support to the credit program if this
 

orientation is not modified.
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d. 	The credit s em isnot solvent. While theltent of USAID's PIL No.
 

4 was to move toward a more solvent system, itwas not thought through
 

sufficiently and was based on fse assumptions about field
 

conditions. Its issuance so late in the season further complicated
 

things and put OHV in an untenable position. The net results cannot 

be assessed yet, but it appears that it further lowered the
 

credibility of OHV and USAID in the field and may even have had a 

negative impact on the solvency of the system. The damage, however,
 

can 	be repaired if strong, positive (albeit somewhat drastic) action
 

is taken in time to put further adjustments to the system in place
 

before the next credit season.
 

e. The system of management of the credit program is grossly inadequate 

-- in Bamako and in the field. The warehousing system is inadequate, 

the information system does not provide information appropriate for 
good planning of purchases or field distribution of commodities, there 

of
is no central record W borrowers, the system for loan placement is
 
open 	to abuse, the process for loan recoveries is inadequate. The
 

system is over-burdened with paperwork designed to establish controls;
 

yet, it does not provide an adequate system of control.
 

f. Personnel in the field have not had adequate training inwarehousing 

and credit administration. They are not provided with adequate 

supplies and equipment to do an efficient job. 

g. Itwas a mistake to drop the Agricultural Credit advisor from the
 

Technical Assistance team. 

RECOMMENDATION 

(10) 	 That USAID do a financial review or request an audit of the use of 

agricultural credit funds. 

(11) That USAID make no further funds available for the Credit Fund, and request 

iat OHV not use the loan recoveries from prior AID-funded loans, until the 
)lowing actions have been taken: 
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a. A short-term credit advisor has been recruited to help the OHV set
 

up a centralized loan accounts system and modify the field system as
 

necessary.
 

b. Agreement is reached that the requirement for down payments will be
 

discontinued immediately and provisions made for lower payments on
 

loans duringthe first two years. Also that the work oxen insurance
 

program be initiated in the coming campaign.
 

c. A short-term logistics planning advisor has been recruited to review 

the OHV system for planning, purchasing and distributing production
 
inputs, agricutural equipment and work oxen.
 

d. Agreement is reached on the recruitment of a long-term, credit 
advisor for a tour of at least one year. 

e. Agreement is reached on increasing the amount of credit available to
 

producers of cereals, even if they are not producers of cotton.
 

f. Either the GRM provides OHV with an alternative source of funds for
 

financing production inputs (i.e., campaign loans) or a procedure is
 

worked out for purchases in the U.S. Also a pricing policy (or GRM
 

subsidy reimbursement to 0HV) is established which will ensure that
 

the Credit Fund will not be de-capitalized.
 

g. A procedure is agreed to for sending joint OHV-USAID teams to the
 

field to establish loan records that will become the basis for the
 

new credit system.
 

(12) That arrangements be made to do a survey of the availability of Commissions
 

de Vulgarisation, village associations, etc., and the feasibility of their
 

use in the administration of the credit program. The survey should identify
 

other possible ways of involving the villagers directly in the
 

administration of the program. USAID should
 

0"
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rescind PIL No'4 provisions regarding the vil1e role in credit
 

administration. The survey should be initiated in time to put its,
 

recommendations into effect for the 1983/84 campaign. 

(13) That the long-term Credit Advisor work with appropriate officials of OHV,
 

USAID, the Technical Assistance team and research organizations inthe area
 

to develop means of using credit to foster small-scale private enterprise
 

activity inthe region which would improve services to the farmer (e.g.,
 
equipment repair or fabrication) and/or lead to increased productionIeither
 

through farming larger areas c* obtaining higher yields (e.g., tractor
 

rental or other equipment rentals).
 

(14) That the long term Credit Advisor and his OHV counterpart maintain close 
contact with BNDA so that the system evolving in OHV is as compatible as 

possible with BNDA's to facilitate the transfer of the administration of the 
OHV credit system to BNDA at an appropriate time.
 

C. Farm-to-Market Roads 

1. Project Paper/Project Grant Agreement 

The Project Grant Agreement describes the activity in Annex 1: 

"...the project will finance the construction of 398 km of existing 
roads and tracks in the project area. Two-hundred and three (203)
will be improved to Class B all-weather standards, including laterite
 
surfacing; the remainder will be graded and improved by installation
 
of drainage structures. Construction will begin inthe project's
 
second year and isexpected to terminate by the project's fifth year.

Short-term engineering consultants will be provided. The equipment
 
for constructing the roads financed by the project will be given to
 
OHV which will contract with Travaux Publics and made such equipment
 
available to construct the roads and trails. The equipment for
 
maintaining the roads will be given directly to Travaux Publics for
 
the purpose of maintaining these roads..."
 

The Project Paper provides a listing of the roads to be improved and a
 

scheduling by year. The criteria used for road selection were:
 

(1)population served;
 

(2)market production;
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(3)existing road structure;
 

(4)geographical considerations, (stream avoidance and river flooding);
 

(5)location of animal traction/credit centers.
 
The Project Grant Agreement had a Condition Precedent related to the
 

procurement of the road-building equipment because it was assumed that the 

GRM 	 would procure the equipment. A decision was made subsequently to have 

AID 	do the procurement, although this was not documented by use of an 

Implementation Letter. 

To ensure timely completion of the roads and their subsequent maintenance,
 

a number of covenants were included in'the Grant Agreement:
 

(h) 	 With respect to the road building components of the Project the 
Cooperating Country shall agree to the following: 

I 

(1)A special brigade will be created by Travaux Publics, the Public
 
Works Department of the Cooperating Country ("TP") which will
 
construct, improve and maintain the roads financed under this
 
Grant;
 

(2)TP shall provide to the special brigade a sufficient number of
 
adequately trained technicians and supervisory and support

personnel as may be required to construct approximately 203
 
kilometers of Class B roads and 195 kilometers of trails inthe

project area and to maintain such roads and the equipment financed
 
under the Grant;
 

(3)Except as AID may otherwise agree inwriting, road construction
 
and 	maintenance equipment financed by AID under the Grant shall be 
assigned by the Cooperating Country as follows: 

i) road construction egauipment, for the life of the project, to
 
OHV which shall mq# such equipment available to the special

brigade for the construction or improvement of roads inthe
 
project area;
 

(ii) road maintenance equipment to TP which shall make such
 
equipment available, both during this project and after it
 
iscompleted, to the special brigade for the purpose of
 
maintaining the roads which are constructed or improved in
 
the Project area under this Grant;
 

(iii) road construction equipment, pon termination of the

Project, to TP which shall mafe such equipment available to
 
the special brigade for the purpose of maintaining and
 
upgrading roads inthe Project area.
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(4)The consuction and improvement of road' in the Project area by

the special brigade shall be supervised by TP but shall be under
 
the direction of OHV.
 

(S)TP and the special brigade shall have the responsibility to
 
maintain each road constructed or improved under this Project as
 
soon as construction or improvement of each road iscompleted, and
 
maintenance costs shall be financed by the Cooperating Country.

Within one year after execution of the project agreement, the
 
Cooperating Country shall identify a satisfactory source of
 
funding from its revenues for such costs.
 

2. Progress/Evolution
 

a. Design standards
 

Inthe initial implementation of road design for construction, the
 

decision was made to modify the original planning in that access
 

trails would be dropped and all roads to be constructed on the project
 

would be constructed to a modified Class B Standard. This decision
 

was based on the following:
 

(1)the Travaux Neufs (TN, the road construction unit of Tjvaux
 

Publics) has been improving seclary ro Isto one uniform standard,
 

type B, which provides all-weather access for traffic volumes of
 

2,000 tp 5,000 tons per year, which is equivalent to a range of S to
 

15 vehicles per day;
 

(2)the narrowness of the trail (4m) would not accommodate passing of
 

two trucks, particularly in the rainy season;
 

(3)the soil conditions prevalent inmuch of the Project area is highly
 

friable and subject to heavy erosion, particularly on fill slopes of
 
the roadbed, which erodes inward and decreases even further the
 

effective useable roadbed width.
 

This decision was not documented by use of a Project Implementation
 

Letter.
 

c~
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b. Construction
 

The first project year's activity was confined to the topographical
 

studies and equipment procurement. Construction progress during this
 

last season (1980-81) has been complicated and difficult due to late
 

and piecemeal delivery of AID financed equipment and materials.
 

Construction work started in November 1980 with only a limited amount
 

of equipment that ha arrived. Although work did progress slowly as
 

new equipment was received, work was continually delayed for various
 

reasons: mechanical problems with, and lack of spare parts for, the 

IH trucks; delays in receiving advances of funds from USAID; and lack 

of culvert pipe for drainage structures. In spite of all the 

problems, Travaux Neufs was able to construct about 45 kms equivalent 

of road during the season before rains arrived and stopped work. The 

60 kms of road worked on, however, are not complete as TN will have to 

install drainage pipe and structure5and perform finish work on the 

laterite surfacing of all three roads when work commences again in
 

October. These roads are:
 

- Bancoumana - Sibi 21.7 km
 

- Bancoumana - Somona 5 km
 

- Bancoumana - Karan 33.3 km
 

The first two of these roads was scheduled in the project Paper for
 

the second year of construction; the third was not included in the
 

Project Paper listing at all. No implementation letter has been
 

prepared to provide a current list of the roads planned for
 

construction nor to explain the changes in priorities.
 

As of August 1981, nearly all of the AID financed equipment has been 

received, hopefully in working order, and the culvert pipe ordered for 

the drainage has also arrived. It is expected that progress will­

improve considerably during the next construction season. 
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c. Equipment Procurement
 

The Project paper recommended two sets of equipment, one for
 

construction and one for maintenance. The construction equipment was
 

to be assigned by the GRM to OHV which would contract with Travaux
 

Publics and make the equipment available to construct the roads.
 

Travaux Publics would also be responsible for maintenance of the roads
 

repaired under the project. The road maintenance equipment was to be
 

assigned by the GRM directly to Travaux publics. The road.
 

construction equipment was also be turned over to Travaux Publics
 

following completion of the OHV project to be used for maintenance and
 

construction in the project area.
 

The two sets of equipment have been mixed operationally at this 

point. The Director of OHV states that he does not intend to turn 

over the maintenance equipment, or the construction equipment at thA 

end of the project to Trauvaux Publics because he has no assurance of 
getting his roads maintained. The GRM has not complied with the
 

-eI.t in the Project Grant Agreement regarding a funding source for 

road maintenance. 

In implementing the project, USAIDiMali was unable tc order the entire 

equipment requirements at once due to a reduced budget for the first
 

year's operations. Also due to equipment supply unavailability and
 

specification preferences, there were substitutions and some deletions
 

from the Project Paper listings. One lowbed tractor trailor is still
 

in the pipeline.
 

Another change from the PP equipment planning was the deletion of the 

requirement for furnishing an initial supply of spare parts with the 
equipment. This was changed by USAID on the rationale that too often 

the spare parts delivered by the suppliers are not the ones needed or 

even useable, and such a large supply requires an adequate storage 

facility with trained persohnel,-etc., which are not available under 
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this project. Itwas therefore decided to require the equipment
 

suppliers to have a local dealer representative inBanako, and this
 

local dealer would be charged with stocking an adequate supply of
 

spare parts for the equipment.
 

d. Equipment Maintenance and Repair
 

The maintenance and routine repairs of construction equipment and 

vehicles is accomplished at the construction base camp at Bancoumana. 

Because of limited shop facilities and tools, and lack of spare part 

storage, all major repairs and overhauls are sent to the equipment 

dealer representative's shops in Bamako. Only a limited quantity of 

high use spare parts are kept at the camp. The local equipment dealer 

inBanako is depended on to stock and supply needed spare parts. This 

system seems to be working well as far as the Caterpillar equipment is 

concerned. The local Caterpillar representative is able tb supply or 

obtain parts within a reasonably short time. However, a major problem 

has occurred with the IH equipment. The local representative does not 

stock any spare parts and in spite of an agreement by IH representa­

tives in Europe to remedy the situation, no involvement has taken
 

place so far. Some parts have been on order since December 1980 and
 

still not arrived.
 

Compounding the problem, the large number of IH trucks and scouts 

furnished to the project have not been built for the kind of usage and 

conditions inMali. All the trucks had to have modifications to the 

radiator mounts, new heavy duty air filters installed, and are subject 

to frequent breakdowns. The hydraulic pump on the dump truck hoist is 

poorly designed and located such that dust quickly enters the gears 

and wears out the shaft and bearings. One dump truck has been 

deadlined since May, and the dealer hasn't been able to furnish the
 

required replacements.
 

It is understood that IH does not manufacture parts for their
 

equipment; rather, they have to be obtained from independent
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suppliers. The trucks are usually constructed from components of
 

other brands. For instance, the water trucks have Elliott (Galion)
 

Luckily, all the trucks furnished on
tanks and related equipment. 


this order were equipped with Caterpillar engines, so at least parts
 

can be obtained through the local Caterpillar dealer.
 

major problem isevident and will require immediate
As can be seen, a 


and rapid efforts to resolve before the coming construction season.
 

more of the IH trucks are put out of service for lack of parts, it
If 

The USAID procurement
could affect the entire construction effort. 


officei attempting to locate suppliers in thq U.S. from which parts can
 

He also proposes to request IH/Brussels to
be ordered directly. 


inspect the vehicles.
 

e. Road Maintenance
 

The Project Grant Agreement provided that Travaux Neufs would 

accomplish all required maintenance of roads constructed under the 

project. This maintenance was to have been done through use of the
 

To assure that
maintenance equipment unit funded by the GRM. 


maintenance would be accomplished, a covenant in the Grant Agreement
 

required the Government to indicate an acceptable source of funds for
 

the maintenance within one year of signature of the Agreement. To
 

or
date, there has been no such indication that a source of funds is 


will be available.
 

As far as maintenance requirements on OHV project roads are concerned,
 

there will be no requirement for maintenance during this next
 

construction season as the construction unit must complete the roadway
 

on all the three roads before goingsurfacing and drainage structures 
seasonson to other new construction. With only two construction 

under the Project, unless extended, maintenance funds willremaining 


not be required until the following or final year of the Project.
 

However, it is necessary to prepare a plan now for how the maintenance
 

division of labor
unit will accomplish its task. It will require a 

forces and equipment and accounting procedures. Planning for project 

road maintenance must go hand-in-hand with the GRM funding search. 
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3. 	 Comment 

a. 	 There have been changes from the Project Paper and/or Project Grant 

Agreement in design standards, construction priorities, and equipment 

procurement. While all may have beenMational, none have been 

properly documented (i.e., by PIL) and it is not clear that the 

implications of the decisions were thoroughly thought out. 

b. 	The most important cause of delays in the implementation of the road
 

rehabilitation activity has been the delays inequipment procurement
 

(an AID responsibility) and the inadequacy of the IHequipment and
 

back-up support for the equipment. 

c. 	 Inadequate planning may well be a cause of future delays if immediate 
action is not taken soon. For instance, 300 meters of culvert pipe 

was 	ordered from the States for the entire project. Itdid not arrive
 

in time for use last construction season. It is now learned that of 

the 300 meters ordered, 225 meters will be necessary for the 60 km. of
 
road already constructed, leaving only 75 meters left on hand. It is
 

projected that the road Nyenhema to Sandama (40 km.) will require 
about 550 meters of culvert pipe alone. Unless more pipe isobtained
 

soon, construction will again be held up this next construction season
 

for lack of drainage pipe. With only two seasons left inthe current
 

project, itis imperative to have firm priorities on which roads will
 

be constructed and make sure all materials are obtained ahead of time.
 

d. Another potential cause for future delays isan inadequate supply of 

spare parts, especially for the IHvehicles and equipment. Since 

spare parts procurement is included inthe Louis Berger contract, it
 
isnot clear why they have not been carrying out this responsibility.
 

The 	proposal that USAID continue this role, while perhaps giving some
 

training to someone inOHV2 does not seem to take into account the load
 

already placed on the USAID procurement office. Also, given the
 
management overload at OHV, itdoes not seem appropriate to plan to
 

shift offshore procurement to 0Hr. Better would be to increase the
 

pressure on U.S. firms, through AID and LB11 cha ls, to beef up
 

their local capability to support their vehiclesquipment. 
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e. Two years after the deadline established in the Covenant on road
 

maintenance, there is no indication of serious high level discussions 

with the appropriate GRM ministers on the subject of the 

organizational arrangements and source of funding for the maintenance 

of the roads being rehabilitated. The OHV Director's proposed 

solution of keeping the road equipment so he can do the maintenance is 

not viable. His organization has neither the technical capability nor 

the funding possibilities to undertake this responsibility even ifhe 

had the authority. 

f. Implementation has been delayed at times because advances of USAID
 

funds to the TN brigate have not been made on a timely basis. There
 

isa risk that this will happen again because the USAID requirement
 

for a separate account for AID funds has not been resolved. It is
 

still an outstanding issue also in the Operation Mil Mopt's project.
 

g. Clear responsibility for the supervision of the construction has not
 

been established, although signature of the OHV-TP contract should
 

clear the way for this role to be assumed by the LBll road engineer.
 

The signature of this contract should not be delayed because of a 

debate over future ownership of the equipment. That should be left 

for a future decision after the GRNM has taken appropriate decisions on 

the general problem of primary and secondary road maintenance. In the 

meantime, it is assumed that both construction and maintenance units 

could be used in the road rehabilitation effort this coming season. 

h. The USAID engineer is about to depart post, and no replacement is
 

planned. It is assumed that this decision was forced on thq USAID by
 

continued AID/W pressure to cut overseas staffs (sometimes # tomes 

from Ambassadors responding to White House pressures and State 
Department mode ceilings). It is no doubt assumed that coverage by 

REDSO engineers will be adequate. This seems flawed on two counts. 
REDSO personnel are already being pushed' to the breaking point and 

possibly beyond and they cannot now meet all the demands being placed
 

'U'
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on them. Neither of the REDSO engineers assigned to this evaluation
 

was able to stay in Bamako long enough to complete his assignments.
 

It is recognized that the USAID Director is also an engineer but he
 

has more than a plateful of Director's level problems to solve. As
 

far as the project is concerned, not one of the activities with an
 

engineering component is running smoothly. As indicated above, this
 

roads activity has plenty of pending actions that need to be monitored
 

and pushed. There is also the long-delayed up-coming (hopefully)
 

construction of the Bancoumana polder. Then there's the construction
 

of the new OHV headquarters, the OHV garage and a number of buildings
 

scattered in the four sectors. The headquarters building contract is 

finally signed, but with its history"it is unthinkable that it would 

now go forth without any hitches. The garage contract is yet to be 

let. The location, type of construction, method of contracting, and 

procedures for contract 'supervisionfor the buildings in the field are 

all still up in the air. And that's without lookifig at engineering 

requirements in other projects. Surely $4 to 5 million in construc­

tion activity would justify one USAID engineer position. 
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RECMEM ATIONS 

(15) That the decision to drop the engineer position be reconsidered and
 

postponed for at least a year.
 

(16) 	 That USAID-OHV-LB11 management give urgent attention to ensure that 
immediate decisions and actions are taken that are necessary to assure that 
road construction starts as soon as the rains permit and will continue 

without interruption throughout the dry season. This would include at least 
the following: 

a. Expediting the signature of the OHV-TP contract. 

b. Settling the funding control and accounting issues.
 

c. Establishing clearly (i.e., in writing in appropriate documentation)that 

the LB11 engineer is responsible for construction supervision and that 
LB11 is responsible for spare parts procuremenj. 

d. Reviewing the plan for the coming construction season to ensure its 
feasibility and to preclude ending up at the end of the season with 

partially complete road segments that will have to be re-worked the 
follow-ing season. This may mean changing road priorities to fit the 
available material, e.g., drainage material.
 

(17) Within the next three to six months, USAID management should initiate a
 

dialogue with the GRM ministers of TP, plan and finance at a minimum about
 
possible solutions to the road maintenance problems and suggest a special
 

conference to deal with the problem. Inpreparation, therefore, the
 

following actions are recommended: 

a. Meet with other donors who are financing road construction in Mali with 

a view to (1) developing information on various types of primary and 
secondary road maintenance programs that have been established in other 

<6
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countries in WF Africa or elsewhere with sim1 r conditions; and (2) 

developing support for the special conference with the GRM to develop a
 

long term road maintenance strategy and plan which the donors would be
 

prepared to support.
 

b. Request AID/W Office of Evaluation and the Development Information
 

Service to provide information on decentralized road maintenance
 

programs. Specific attention should be paid to the USAID project in
 

West Cameroon in the early 60's and to the possibilities of the use of
 

animal traction as practised in the U.S. some 45 years ago -- see Roush
 

to Eldredge and Anders cable of 8/31/81 (Bamako 5350).
 

c. Request the assistance of REDSO engineers in analyzing the information 

received and participating in the proposed conference if the GRM accepts 

the proposal. 

(18) 	 That no f road construction. w be financed in 1983 if a road 

maintenance strategy and plan has not been developed prior to that time. 
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D. Disease Control
 

1. Project Paper (PP):
 

The major design element of the PP health component was to call for a
 

detailed design for a "limited health intervention" (page 15 of the PP)
 

in the OHV project zone. This design was completed in February 1981
 

and is referred to herein as the Duffy proposal ("The Health Component
 

of the Operation Haute Vallee," M. Duffy, February 9, 1981).
 

2. Progress/Evolution
 

Several changes regarding the project settings and assumptions have occurred
 

since the preparation of the PP and, though alluded to in the Duffy proposal,
 

require further explanation.
 

a. The Administrative Reorganization of the Ministry of Health:
 

(1) Project Planning and Implementation
 

The MOH has undergone a thorough administrative reorganization, the
 

nature of which bears directly on project preparation in general,
 

on this project component in particular.
 

The MOH now consists of 4 Departments (Directions) and a financially
 

autonomous Office and a Research Institute. These are:
 

* Direction Nationale de la Plannification et de la Formation
 

Sociale et Sanitaire,
 

a Direction Nationale de la Sant6 Publique,
 

@ Direction Nationale des Affaires Sociales,
 

@ Direction Nationale de l'Hygi~ne et de l'Assainissement, and
 

e L'Office Malien de Pharmacie,
 

e L'Institut National de La Recherche en Sante Publique.
 

Two elements of this are new and bear on the OHV health component:
 

First, with the creation of a Planning Department, a well defined
 

process for project preparation and approval is now in place
 

p5, 
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and operating. This consists of the MOH requesting close collaboration
 

at the preparation stages of potential health sector interventions so
 

as to assure that participation of non-Malian organizations is consis­

tent with overall national policy and is not duplicatory of already
 

existing coverage or concepts. Once the project preparation phase is
 

completed, the Planning Department's approval given and formal agree­

merits reached, the project file is passed to the Department of Public
 

Health for implementation.
 

It is the Department Public Health (Direction de la Sant6 Publique)
 

which is responsible for supervision of actual programs, overseeing
 

day-to-day operations of all health services. This takes place through
 

a vertical hierarchy running from the National Public Health Department
 

office through the Regional Director's office to the Centre de Santg
 

at the Cercle level, and then to Arrondissement dispensaries, sub­

dispensaries and, finally, to village health committees and/or
 

workers.
 

A major policy thrust of the Ministry's reorganization is an attempt
 

to decentralize a number of local planning, analysis and data collec­

tion functions to the Regional level (to the office of the Directeur
 

Regional de la Sante and the newly created Division de l'Economie de
 

la Sante ((Health Economics Division) attached to the Regional
 

Director's office). The National Director of Planning explained to the
 

health specialist of the evaluation team the multipurpose roles this
 

Economics Division is to play, They include improving the health
 

statistics and data collection process; financial planning, budgeting
 

and accounting functions; program planning and coordination with the
 

multiple local financing mechanisms used to cover various health
 

systems costs. The National Director noted that these positions are
 

being filled with economists trained at ENA and not technical medical
 

personnel.
 

Thus, the Regional Director's office is the crucial planning and
 

supervisory point, while the Cercle health office (Centre du Sante du
 

Cercle) remains the pivot of the service delivery system, where actual
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health service delivery operational authority is vested.
 

The major implication of this management structure for the OHV health
 

component is that if the mission accepts the recommendations outlined
 

here, it should follow fully this planning path (Planning to Public
 

Health to Region to Cercle). This will pose few difficulties as from
 

its inception and preceding the restructuring of the Ministry, close.
 

contact was established with the various MOH departments and the
 

Duffy proposal, as followed here, is entirely consistent with MOH
 

policy, practice and objectives.
 

2. Office Malien de Pharmacie
 

A major managerial constraint in Mali regarding successful implementa­

tion of a village health based, primary health care system has been a
 

lack of any sound drug supply structure within the MOH. With the
 

restructuring of the MOH, the Office Malien de Pharmacie (OMP) was
 

created and done so with a mandate to (1)operate on a financially
 

independent basis; (2)develop a coherent policy of drug supply for
 

PHC activities based on an essential drug list and generic purchasing;,
 

(3)operate the drug factory now under construction and due to come
 

on line towards 1985.
 

b. Health Service Delivery and the Operations de Developpment (ODR's)
 

At the time of the PP preparation, and to some extent when the Duffy Proposal
 

was prepared, integration of health components into the actions of the Opera­

tions in Mali was polity acceptable to the MOH,
 

This is no longer the case.
 

While it is true that the MOH is perfectly prepared to coordinate and colla­

borate in its village health actions with ODR's, it is now apparent that the
 

MOH policy is to take full responsibility for the implementation of primary
 

health care programs. This, of course, means full control and management 2 
responsibility.
 

iol 
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In the context of the OHV/USAID project, the MOH made explicit to the
 

evaluation team that health sector interventions in the OHV zone are now the
 

responsibility of the MOH and administrative attachment to Operations is no
 

longer desirable.
 

c. Changes and Evolution of the PHC system in the Project Znne: 

The Circles of Kati and Kangaba 

As the Duffy proposal notes, the MOH through the Regional Director's Office 

and each of the Circle Health Officers have undertaken with assistance from 

a variety of small religious and volunteer organizations, considerable pro­

gram activity toward the creation of village health worker based, primary 
health care (PHC/VHW) delivery system. 

Since the Duffy proposal was prepared, further advances have been made and
 

inmuch of the two circles the basic PHC/VHW channels and trained personnel
 

are in place. While these delivery structures are not perfected and suffer
 

from a number of structural problems inherent in the PHC/VHW programs in
 

Mali, they have, nevertheless, made substantial and positive progress.. As
 

such, the modified Duffy proposal as here outlined reinforces and upgrades
 

these primary care programs.
 

These changes in the project setting thus are positive and confirm the.
 

validity of the Duffy proposal.
 

d. Functional Literacy Program and Health Education
 

The original Duffy proposal called for the production of health education
 

materials by and inassociation with the Functional Literacy Program
 

attached to the OHV project.
 

This activity is dropped from the health component proposed here because of
 

the current weakness of the OHV Functional Literacy Program. A suggested
 

alternative, though not included in the proposed budget of the component, is
 

the purchase of 300 copies of the French, African adaptation of Where There
 

Is No Doctor. These could be given or sold to each Matronne, Aide-Soignant
 

and VHW currently working in the Circles of Kangaba and Kati. Copies could
 

also be provided directly to DNAFLA for possible adaptation to Bambara. The
 

USAID Mission in Senegal could provide logistical healp in this purchase as
 

the book is published in Dakar. Provision of this volume would have a o ' 
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potentially greater impact on health training, status and personnel than
 
any work undertaken with the Mallan Functional Literacy programs or the
 

MOH Health Education Services.'
 

3. Comments
 
a. The evaluation of MOH activities is Kangaba and Katl; the proximity to
 

Bamako of the Action Zone; the restructuring of the MOH with an emphasis;
 
on the role of the Regional Director; the creation of the health
 
economics division at the regional level; and the high degree of fit
 
between the Duffy proposal and MOH priorities attest to the technical
 
feasibility of proceeding with the health component.
 

b. The financial, administrative and managerial modifications to the Duffy
 
proposal which have been recommended by Goodrich substantially improve
 
the administrative feasibility of the activity by avoiding any increase
 
in the management o' other workload bf OHV and the USAID OHV Project
 

Mahager.
 

./- c. There is no question that there is a hig ncidence of endemic diseases 
in the project area, and that a strenthening of the health delivery 
services is essential to improving the situation. Though no_ ,ati.t­
"tively measured,__.ny visit to-otieeconomic cost. as well as the personal
 
deprivations resulting from the high incidence of such diseases as oncho­
cerciasis, schistosomiasis, and malaria. The villagers' desire for
 
improved health care is well known --
it was expressed (unsolicited) to
 
other Evaluation Team members who were visiting to discuss other subjects.
 

d. The Duffy proposal, as modified by Goodrich, offers very positive results
 
from the limited amount of funding included in the project.
 

RECOMMENDATION
 
(19) 	 That the modified Duffy proposal for the health component of the Operation
 

Haute Vallee project, as further modified by Goodrich in his Health
 
Component Analysis paper of September 10, 1981, be submitted to the GRM
 
Ministry of Health for its approval. If approved by the MOH, that the
 
health component be funded and implemented in accordance with Goodrich's
 

suggestions.
 

http:measured,__.ny
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E. Functional Literacy
 

1. Project Paper/Project Grant Agreement
 

The description of the functional literacy (FL) component of the project in
 

Annex I of the project grant agreement follows:
 

The project will assist OHV to establish functional alphabetization centers
 
(CAFs); the number of such centers is expected to reach 100 by the end of
 
the project. The program will be modeled largely on that now operated by
 
the government's peanut operation in collaboration with the National Center
 
for Functional Literacy and Applied Linguistics (DNA FLA). In addition,
 
$20,000 of the project's credit fund will be earmarked for the CAF's to
 
serve as an incentive for these centers to start their own group
 
agricultural projects. All centers will have access to these funds and the
 
technical assistance of OHV on the condition the OHV be repaid the full
 
amount of the loan plus interest at the end of each project, so as to
 
maintain the fund. These plots will also help defray the villagers' 
significant expenses in operating these centers. To ensure the
 
participation of women, it is anticipated that at least 25 of these centers
 
will offer classes for women only. Finally, materials used in the enters
 
will be or agricultural and health themes suggested by OHV agentshis will
 
assure that the information imparted at these centers to the farmers will
 
be directly applicable to the project's purpose of increasing food crop
 
productivity, production and marketing.
 

As pointed out in the project paper, the literacy rate in Maili is only
 

about 10 percent, and less than that in rural areas such as the Haute
 

Vallee. Illiteracy was considered a constraint to achievement of the
 

project's purpose in two principle ways. First, illiteracy limits farmers'
 

ability to communicate with OWV's extension agents and to utilize
 

agricultural extension materials. Second, illiteracy restricts the farmers'
 

participation in non-village-centered activities; e.g., marketing of the
 

farmer's production. The CAF, the basic unit of the FL program, is
 

established in a village upon the request of the villagers. The village is
 

responsible for providing the classrooms and desks. The village council or
 

specially appointed literacy committee chooses one or two literate
 

volunteers (animateurs/animatrices) to conduct the classes. These
 

animateurs are trained at the regional level by DNAFLA and then return to
 

their village with the necessary instructional materials to begin actual
 

classwork.
 

A controlled experiment was to be undertaken as the project was expanded.
 

Six elements were to be included inthe expanded program:
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a. Training of tEachers;
 
b. Redesigned reading material dealing with agriculture, health, etc.;
 
c. Essential commodities -- lanterns, blackboards, pens, pencils, etc.;
 
d. Annual evaluations;
 
e. Materials in Bambara-Malinke; and
 
f. Linking the program strongly with OHV.
 

2. Progress/Evolution
 

Interms of the projected number of centers and participants, general
 
/
quantitative targets planned have been met.l_ That is,by the end of the
 

third project year, 136 functioning centers are in existence out of a .
 

targeted 120 (60 supported by USAID) and include 3,762 participants of the
 

3,000 targeted (1,500 for USAID). The project paper called for an
 

evaluation after the creation of 100 USAID-financed centers to determine
 

whether the program should be continued. This planned evaluation has not
 

been undertaken; the present OHV evaluation can provide a partial assessment
 

on which to make decisions for the future of the program.
 

No information is available on the achievement levels of the participant
 

(animateurs/animatri ), the quality of training of animateurs, etc.
 

However, DNAFLA identified animateur weaknesses in subject matter during
 

the 1980 evaluation.
 

The LB11 technical assistance team has provided documents for translation
 

in Bambara on "Embouche Paysanne" (livestock activity) and on technical
 
details about some OHV crops (cotton, peanuts, cassava, millet, soybean)
 

and agricultural equipment. Final documents have not yet been prepared,
 

however, nor has there been a concentrated effort to initiate and'coordinate
 

planning for project activities between the coordinator and other project
 

component chiefs.
 

In regard to the progess of linking the program to OHV, the following can be
 

said: ZER and ZAF units have been recently integrated at the field level.
 

i/
 
Although targets for the creation of centers have been met, a number of centers
 
have closed. About 83 percent of created centers are still functioning. This
 
rate does not compare well with a similar FL program in Operation Mile-Mopti
 
where the continuation rate is 98 percent.
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ZER chiefs are reciested to report on FL activitiefs in their monthly
 

reports to thebirection through sector chiefs. One sector chief has 

complained that ZAF chiefs do not keep him informed of their activities. 

FL training was provided initially for all OHV agents to provide them with 

basic language skills. However, ZER chiefs indicate the need for further 

training or information which would enable them to support and assess the 

progress of FL implementation in their areas.
 

Although DNAFLA assigned a woman as assistant coordinator for OHV women's
 

FL activities, the project has not been able to establish the targeted
 

number of centers with programs for women (25% of the total indicated).
 

The assistant coordinator is well-trained and knowledgeable of the problems
 

of motivating women. With better coordination of vehicles and of the
 

program in general, she could very likely achieve better results.
 

Based on discussions with ZAfchiefs, ZER chiefs, sector chiefs, and
 

villagers, the uses listed below are being made of FL skills. It should be
 

noted that only a few villages are realizing these gains at this time;
 

however, the potential for the broader application of skills is suggested.
 

-- Provides a base for transferring responsibility to the village for 
credit recuperation and commercialization activities. villages 
have formed village associations to undertake their own w----iiii 
calculation of taxes, and recordkeeping. 

-- Provides pride in their own culture and motivates them to learn 
agricultural terms and new techniques through use of their own 
language. 

-- Provides skills at the village level to write letters and request 
services through modem governmental structures. 

-- Provides means to achieve prestige in the community. 

-- Enables farmers to measure fields for planting and applying fertilizer. 

-- Enables farmers to keep year-to-year records on agricultural activities 
(planting, harvesting, etc.). 

-- Encourages farmers to work more closely with encadreurs to learn new 
agricultural techniques. 

-- Reinforces encadreur advice by providing terms and pamphlets on 
agricultural techniques, 
on new techniques. 

thus permitting encadreurs to focus more time 
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--	 Provides dis~ipline and learning-how-to-learn skills which are 
transferred to or reinforce the learning of needed techniques. 

--	 Provides means to record populations, census. 

--	 For women (limited experience to date): more concern with sanitation, 
nutrition, awareness of the value of adequate well facilities and 
medication for malaria. 

Inspite of the fact that the potential for using literacy skills has not
 

been fully realized inmany villages to date, requests for the opening of
 

new centers continue to be received. This suggests that some villagers are
 

beginning to realize benefits and to value the program.
 

Unfortunately, the program has not been realizing its potential. DNAFLA
 

evaluated the program at the end of the 1979-80 campaign. The evaluation
 

identified many weaknesses. The USAID monitor of the program met with
 

DNAFLA personnel and the OHV coordinator in March 1981 to prepare a plan to 

resolve the weaknesses. By August 1981, only three out of 14 remedial steps
 

had been taken by the DHV coordinator.
 

3. 	 Comments 

a. 	 An overriding problem is the inadequate performance of the OHV functional 

literacy coordinator. This isdocumented in the working paper on FL 

presented to the evaluation team and separately distributed. 

b. USAID project management has not given adequate support to the USAID FL
 

monitor. 

c. The OHV system of distribution of materials has not permitted adequate
 

control of distribution. 

d. Little has been done to increase the participation of women inthe
 

program. 

e. Numerous trained instructors have become discouraged or left villages 

because of a lack of rewards for their efforts. This may in turn 
reflect their ineffectiveness because of inadequate support. 
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f. Little has been done to integrate FL activities with other project 

components. 

g. In sim, DNAFLA expressed dissatisfaction with the OHV FL program in its 

1980 evaluation, the OHV FL coordinator has done virtually nothing in 
the way of corrective action and the group evaluating the FL component 

heard numerous complaints during its field visits about the functioning
 

of the program.
 

REC24MDATION 

(20) That USAID suspend its support to the FL component at the end of 1981
 

unless action is taken in the meantime to:
 

a. Improve the management of the OHV FL program; 

b. 	 Improve the OHV-DNAFLA coordination and cooperation in field
 
activities;
 

c. Account for the FL commodities provided under the project and establish
 
a reliable system for distribution of needed materials to the villages
 
on 	a timely basis; and
 

d. Provide a work plan and budget by October 31 for translating into
 
Bambara and distributing by February 1982 the technical materials that
 
have been provided to the OHV FL coordinator. 

(21) That more linkage be established between USA]D, DNAFLA and OHV; e.g., 
establish regular high level meetings for planning, monitoring and 

supporting the component. Particular emphasis should be placed on finding 
ways to make the program more responsive to villagers' needs and more easily 

supported by the villages. The group should also focus on other 
recommendations in the FL working paper such as focusing on quality rather 

than quantity, insuring adequate vehicle support for the OHV coordinator 
and his assistant, instituting a data collection system for evaluating 

benefits of the program, improving the women's program, developing a system 
for establishing unit costs and other administrative improvements. 

(22) That the USAID and OHV directors hold semi-annual review meetings on 
the program. One should be held in November to review the adequacy 6f 



planning for the Mxt year's program (begins in January). The second 

meeting should be held in June or July to review the results of the campaign 

and to give guidance for the planning of the following year's campaign. 
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F. Irrigation Improvement and Polder Rehabilitation at Bancoumana
 

1. Project Paper/Project Grant Agreement
 

The following isfrom the Project Paper:
 

"The Bancoumana polder irrigation system, located in the flood zone of the
 
Niger River about 60 km from Bamako, was initially developed, along with
 
six other polders, in the mid-1960's. It is farmed by 160 farm families
 
and supports 2,000 people. The polder was poorly designed, and water
 
levels are unequal in its existing 540 hectares. As a result, good water
 
management has been next to impossible and yields are poor (only 0.8
 
tons/hectare). Average yields of 3 tons per hectare should be obtainable
 
after land leveling, with complete water control, use of Asian irrigated

rice varieties, and weed control.
 

Plans call for extension of the system by an additional 100 hectares,
 
increasing its full potential to 640 hectares. The activities necessary
 
for rehabilitation and extension of the polder system are:
 

- repair and reconstruction of the perimeter dike to the necessary crest
 

level of 20 cm. above the estimated 100 year flood level;
 

- repair and reconditioning of all control gates;
 

- cleaning and shaping of canals; and
 

- cleaning and extension of the drainage system.
 

During the first project year, one hundred hectares will be leveled and
 
rehabilitated and will serve as a demonstration area on which U.S.
 
technical assistance, on-the-job technical training and farmer training
 
will be concentrated. Water-user organizations will be formed and farmer
 
leaders trained inmanagement and maintenance of the system. Expatriate
 
technical assistance will be provided to supply necessary expertise in
 
civil engineering, water manags.ment and improved rice cultivation. In
 
addition there will be other short-term consultants on call.
 

The low water-use efficiency in the Bancoumana polder area, estimated at
 
10 percent, points to the need for training programs for OHV technicians
 
and intensive education and extension information for participating
 
farmers. The project provides for third country training for OHV
 
personnel and intensive on-polder training for them and the polder farmers.
 

Use of the village structure is important to the long-term effectiveness
 
of the irrigation system. Participating farmers must feel a certain
 
village pressure to cooperate in their use of their system. A "Cahier de
 
Charges" will be developed, similar to those in use elsewhere inMali,
 
which will explicitly outline the duties of both the polder farmers and
 
OIV.
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Effective management of the activity, special training of the extension 
agents, and an intensive farmer education program are critical to the 
success of the project. All persons involved will be well acquainted with 
the recommended technology, timing, and importance of the program. The 
projct area will be constantly monitored for rice pests and diseases. 
Farmers will have very close supervision and technical assistance 
available at all times for initial land preparation through the harvest 
period. Selected interval deep-plowing will be done to control or 
eliminate wild rice before and after the cultivation period. All leveling 
work not done by oxen-pulled scrapers will be done on a contractual basis 
with Genie Rural, using its own equipment." 

The Project Grant Agreement Annex 1 description of the activity is
 

consistent with the Project Paper. Conditions precedent to providing
 

funds for the reconstruction of the polder require AID approval of the
 

"Cahier de Mharge" and the general arrangements to assure adequate
 

maintenance and proper management of the polder after rehabilitation.
 

Itshould be noted that the Project Paper proposal was based on a
 

technical assumption that is now agreed by the experts to have been 

invalid. It was assumed that the leveling and rehabilitation of the 

individual farm plots could be carried out by the farmers themselves using 

animal traction. Thus, the project was to put all of the infrastructure 

inplace, but was to level and rehabilitate only 100 hectares of farm area 

which could be used as a demonstration area. Funds from the Credit Fund 

were to be used to help the farmers finance the purchase of oxen and 

equipment needed to level the other 540 hecatres. (This also was an 

incorrect assumption, since only 550 hectares can be reclaimed, not the 

640 assumed in the Project Paper.) 

REDSO Engineer Glenn Anders has explained the circumstances which mitigate
 

against using animal traction (ANTRAC) earthmoving at Bancoumana:
 

"(a) The small size, weight (approx. 760kg) and pulling force (approx. 250
 
kg max.) of N'Dama oxen: Ingeneral N'Dama have about two-thirds the
 
strength of Asian breeds. In reality, their strength is further reduced
 
due to poor nutrition and bovine diseases prevalent in tropical West
 
Africa.
 

(b)The hydromorphic gleysoils in the folder: These heavy soils (20-SO
 
percent clay) are characteristically slick and soft when wct, yet hard and
 
cemented when dried. Earthmoving operations in these soils require large,
 
well-adapted animals with wide hooves such as the Asian buffalo, B.
 
Bubalis.
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(c)The relatively low cost of land levelling: Approximately one third
 
(FM 850,000/HA) of total cost of bringing one additional hectare into *4
 
irrigation system isdue to binding and levelling operations. The major
 
part of cost is due to secondary and tertiary layout, gates, spillways and
 
canals which require skilled labor and machine excavation and compaction.
 

insum, farmers who do not as yet have animals and equipment, nor mastery
 
....... antrac cultivation techniques and animal care, will have the greatest
 

difficulty undertaking 80,000 cu mtrs of physically demanding, if not
 
impossible, earthmoving operations with their oxen teams. These farmers
 
will be well occupied with other agricultural work: Approximately 200
 
hours of labor will be necessary for the cultivation of each hectare of
 
irrigated rice, even with animal traction, due inpart to difficult soil
 
conditions. More critical to maximizing polder farmers' productivity
 
would be intensive antrac training and agri c extension, while leaving
 
construction to qualified and equipped contractor."
 

2. Progress/Evaluation
 

There has been extensive delay in the planning of this activity. However
 

as of August 1981, final engineering plans were almost completed. The OHV
 
contract with OTER, a GRM construction agency, had been drafted. A start
 

of construction was planned for January 1982 with 50-100 hectares to be
 

ready for farming by May 1982. The "Cahier de Charge" and a maintenance
 

and management plan for the polder had been submitted to, and commented
 

on, by USA]). The construction equipment arrived over a year ago.
 

Because of the delay inpreparing the engineering plans, the equipment was
 

utilized at Farabana, another recon tructed polder inthe OHV region.
 

One tractor was not operable at the time of Anders visit, and a second one
 
appeared close to a breakdown. The LB11 agronomist specializing in rice
 

production arrived over three months ago, and has been studying the
 
Farabana activity for possible lessons to be incorporated inthe
 

Bancoumana planning.
 

Ithas been determined that the supply of irrigation water will be about
 

one-half that estimated inthe Project Paper. Nevertheless, the GRM Genie
 
Rurale (Rural Engineering) office has undertaken detailed studies of
 

stream flow data of two parallel streams, and these studies indicate that
 

there should be a sufficiency of irrigation water except inthe most
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severe of droughts. The adequacy of water in the stream was questioned
 

very early in the project, but no action was taken to initiate stream
 

measurements of the river that will be the source of water for the
 

Bancoumana project. Rather, the USAID Project Manager commented that it 

was better "to let this sleeping dog lie"' 

3. Comment 

The delays in the design work appear to be largely a result of the project 

designers of the various donors all assuming that the government design 

office could do their job. No one ever looked to see how many others were 2 

operating under the same assumption. Responsible and effective project 

management on the part of either USAID or OHV could have realized this 

early on and made alternate arrangements. 

The issue of whether animal traction was feasible for the leveling has 

been around for some time, but without adequate focus and decision-making. 

Now, when construction is about to begin, the USAID and OHV are faced with 

a large portion of the project's funds being required to rehabilitate the 

polder, but only 100 of the 550 hectares of farm land being put into 

cultivation. Apparently, no funding is in sight for the leveling and 

preparation of the other 450 hectares, because no one focussed until 

recently on the fact that the assumption of using animal traction was not 

valid. Thus, the presumed demonstration effect of improved farming 

methods on the first 100 hectares will be without meaning if the farmers 

on the remaining 450 hectares do not have leveled fields and the same 

access to irrigation water as the farmers on the first 100 hectares.
 

Given the state of condition of the construction equipment, it appears 

doubtful that the planned construction can be carried out between January 

and May -- at least without borrowing from the road construction activity 

-- which is already behind schedule too. If the polder construction was 
not finished on time, it could mean that the farmers in the P polder 

area might end up with no crop at all this year, depending upon how the 

work was carried out. 
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Even if the construction activity should be completed on schedule, there
 
is little evidence to date of planning for the agricultural side of the
 
activity. Few of the farmers in the area have the necessary oxen and
 
equipment to carry out the improved practices that will become feasible.
 
Since they do not now have the equipment, they obviously need to be
 
trained on the equipment. In addition, if they are supplied weak oxen at
 
the end of the dry season, as happened in the past, for sure they will not
 
be able to till the difficult soils in the polder.
 

As the Project Paper indicates, effective management of the activity,
 
special training of the extension agents ind an intensive farmer education
 
program are critical to the success of the project. The Evaluation Team
 
finds little evidence of any of the foregoing or of even preparing a plan
 
for training the extension agents and working with the farmers.
 

Although the "Cahier de Charge," which establishes the fees that the
 
farmers will pay, has been prepared, as well as the plan for management
 

and maintenance of the polder, neither of these has been discussed with
 
the farmers at Bancoumana. This came out in a meeting between members of
 
the Evaluation 'ream and the village leaders at Bancoumana. They realize
 
that they must maintain their own fields and the ditches leading to their
 
fields, and they must help pay for the overall system, but they could
 
still have objections to the specific terms of the proposed OHV contract.
 

The cost-benefit ratio for this activity has been hurt considerably by the
 
delays and by the reduction of available hectarage from 640 to 550.
 
However, it will become ridiculous if the net result of a projected $1.2
 
million outlay is only 100 hectares of irrigated rice land. It would seem
 
that the relatively small additional amount of money to level the other
 
450 hectares should be put up or else the whole component should be
 

dropped.
 



IV-37 

If itmakes economic sense, and it is decided to level the full 550
 
hectares, it will probably be necessary to reduce some other project
 
component. Consideration should be given to reducing the contribution to
 
building construction or to subsequent years' contributions to OHV
 
operating costs. 
The former has the highest overrun of any component (258 
percent of the budgeted amount) and the Operating costs compone'n t is 
third highest--after Bancoumana. 

Even if the economics justifies going forward, it is not clear that this 
activity is ready yet for implementation. A thorough review of the status 
of all aspects of the project should be undertaken to ensure that the 
farmers in Bancoumana will not be the victims of poor performance on the 
part of OHV and USAID --there has been too much of that already. It would 
appear that a proper concern for the inhabitants of the region would 
suggest a two-staged action in which a portion of the work would be done 
this 	dry season, but done in that the currentsuch 	a.way farming 
operations for those fields that cannot be leveled would not be
 
disrupted. The leveling of a small area, at least, would be highly
 
desirable for demonstration purposes.
 

RECO1Y4ENDATIONS 

(23) 	 That the USAID Director not approve the contract for the construction work 
at the Bancoumana polder until there has been a thorough joint OHV-USAID 
review of the activity and all of the issues raised herein--technical,
 
economic and management--and USAID has established through on-site visits
 
that the farmers at Bancoumana understand fully the plans for the
 
rehabilitation and subsequent management and maintenance of the polder, 
including their role and responsibilities, and that they are in agreement
 

therewith.
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G. Administrative Support to OHV/ T- .r 
The Project Paper saesa e o owng: 

f(The success of the proj ect is dependent to a great extent on 

(a) the effectiveness of 0EV's technical staff and (b) its dapacit7 
to. handle the anticipated increase In its supply and marketi g activities, 
on which its financial. viablit7 hinges. AccordIngly, the project 
viii assist 0EV through the following activities: 

(a) Traludg and Tecbical Assistance; 

(b) Construction of additional field office space, a new 
headquarters building, and warehouses; 

(c) 'Additional trucks and staff vehicles; 

(d). $15,000 in equipment for the OEV vehicle garage; 

(e) A sceio-econcmit base line survey of the Haute Vallee to 
provide a .. for project plan-Ing andsolid ounda:.-i 

"
 evaluation.
 

In addition, a detailed I training plan was given, and a listing of the 

technical assistance personnel that should be provided to 0 ensure project succesi 

The Project Grant Agreement provides the following: 

The project will assist 01W in a number of ways so that its 
effectiveness as a conduit of improved technology will be greatly
 
enhanced. This assistance will be in several forms: (1) training
 
abroad and in-country for numerous OI.V agents; (2) provision of 
long-term expatriate specialists in credit, crops, 
inimal: traction, rice production, financial management and
 
administration; (3)provision of five 10-ton trucks; (4)construction
 
of a headquarters building; (5) a minimal expansion of six field
 
offices; (6)construction of four small warehouses; (7) nrovision
 
of equipment and technical advisors to CF. to improve the operation
 
of the vehicle garage; (8)an increase in the number of O11's
 
vehicles; and (?) provision of mobylettes for field agents, the cost
 
of which will 1-e repayable to ,ARVso as to ensure the replacement of
 
their mobylettas. "
 



--

amendet to the ~ ~~ 

' 1 That financial plan includes components for technical
 

assistance, training, 
 equipment (incloades vehicles), building *a construction
 

Audies/evaluations and a category not included in the Project Paper 
or
 

Project Grant Agreement: Vaintenance, salaries and "primes" 4S 
 , 

4(performance boiases). 

Because of the multiplicity of component sub-activities in this component,
 

the structure of this section will be modified from that of
project
 
othej nent 
 For ease of presenta­

tion, J the 1 progress/evolution, comments and recommendations sub­

sections will be repeated with each sub-activity. R. 

2. Building Construction
 

a. Progress/Evolution
 

(1)Headquarters Building
 

The original site proposed for the headquarters bob building
 

was very small, so a 2-story design was made. Subsequently, the sita~was
 

been changed twice, the last time to a larger site 
O 0 on the outskirts
 

of Bamako. However, f 
 because of the long delays in initiating the
 

construction (it was supposed to have begun in the %.first 
 year of the pro­

0 ject), 
it was decided to go ahead with the original design. However, this
 

has a meant a 
much more expensive building, and a substantial overrun on 

this componento--$600oOO vs. $]93,000 * budgeted in the Project Paper. 

The Project Paper estimate had assumed a cheaper one-story building. 
The
 

, t contract for the construction of the building was signed 
M
 

in August 1981 and the contractor is da 
 in the process of mobilization and
 

Spreparing working drawins.
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(2)Garage
 

The first s choice of site for the office building
 

was the present site of thel OHV garage. Since the existing garage is totally
 

inadequate anyway, it 	was decided to build a new garage at a site in Faladie,
 

just outside of Bamako. It was considered a very high priority, even after
 

the * decision was made not to use the site of the existing garage for the
 

office building. There was considerable delay in getting the plans done
 

in part because of an 	overloaded Genie Rurale, in part because of relooking
 

at/building priorities. Bids have been let for the construction of the garage,
 

a contract for construction should be let # within the next month or two.
 

(3)Field warehouses and field offices
 

The Project Grant Agreement called for minimal
 

expansion of six field offices and construction of four small warehouses.
 

However, in the 4 August 1980 review of building priorities, the OHV
 

Director stated his requirements as:
 

in Bancoumana Cercles 	loffice
 

2 expatriate houses
 

1 generator house
 

1 hangar (covered area for rice storage)
 

2 vaccination parks in nearby villages 

in Kangaba: 1 rennvation of guest house 

1 warehouse 

. office 

3 vaccination parks nearby 

in Siby Cercles 2 office* (Z1R) 

in Kati Cercle: 	 1 office/house (SDR)
 

1 office (Z C:,R)
 

3 vaccination parks
 

in !Lugou: 1 office/house (SDR)
 
Cercle: 
 3 office/house (Z A R) 

Various a other construction in "Bamco" for livestock st sector 
chiefs at 5 OV sector, 
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Plans have been prepared for two expatriate houses and a generator house 

at Bancoumana, renovation of a guest house and construction of a warehouse 

in Kangabe, but approval of any building 

construction in the field was put in abeyance until after the * project evalu­

ation. 

b. 	Comment
 

The changing of sites and changing of priorities does not reflect
 

well on OHV or USAID management.
 

There is a Gen-&*em Condition Precedent in the Project Grant Agreement
 

which calls for USAID approval of plans, specifications,and ] bid documents
 

and contract for the office in building e ... r--q-u construction. No
 

Iinlmm.bB Project Implementation Letter was found in the files indicating
 

USAID approval.
 

Similarly, no PIL was found in the files covering the addition of the
 

OHV garage to the list of -. _m' buildings approved for
 

construction.
 

The location of the garage at some distance from OHV headquarters
 

does not seem efficient. Apparently there is sufficient space for the garage
 

at the final site selected for the headquarters building.
 

The Evaluation Team did not have time to look at the relative priorities
 

of the proposed construction in the field. Team members did see the conditions
 

in the field and can attest that the office space and warehouse space is
 

badly needed. However, the proposed construction of eupsbuv expatriate
 

houses in Bancoumana should be dropped because the e road construction
 

personnel for whom the houses were to be builtwill have moved on to a dif­

ferent location by the time the houses would be available. In the mean­

time trailer houses have been provided.
 

http:Iinlmm.bB
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The decisions that have been made with regard to the construction
 

seem to reflect a total disregard for the funding implications of the
 

decisions. There appears not to have been we ghing of the opportunity
A
 

costs involved, i.e., if building costs go up dramatically, what is going
 

to be cut back? There seems to have been a naive idea that the funding in
 

the project -"2_ could always be increased--a most dubious assumption.
 

RECOMMENDATION
 

(24) That the siting of the garage be reviewed , with a view to having
 

it located next to the headquarters building if there would be
 

minimal increase in cost.
 

(25) That any field construction be in "banco" so that whatever money is 

available can go as far as possible. Further, that such construction be 

done with local contractors or chefs de chantier who are familiar with 

a banco construction. Further that LBII hire a local engineer with similar 

experience to supervise the activity. 

(26) That no field construction be approved until there has been a complete
 

review of the project budget and priorities established for the balance of
 
I/ A 

the project, taking into account commitments already made, likely expenditure
 

rates, the maximum pipeline level that will be acceptable to AID/W, etc.
 

3. Equipment
 

The Evaluation Team did not have time to review all of the equipment 

purchas for OHY support. We are aware, however, of extreme delays 

in procurement, particularly of vehicles for the contractor. Also, the 

AID/W insistence & on buying the International Harvester vehicles has been 

,very t costly--in money terms and in terms of the efficiency and effec­

tiveness of the project. Some suggestions will be JAthe Lessons Learned 

in the final report.. .. - 1 1,sectio.1 7 1 .... 
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4. 	Technical Assistance
 

a.- Progress/ Evolution
 

The contract with LBII was not signed until approximately one p year
 
the Project
 

after the m signature of/Q Grant Agreement.
 

Most of the team who were to arrive early were on board before there was
 

adequate housing, office arrangement or vehicles.
 

The first chief of party had his concepts of what the project should 

be and tried very hard to carry them out. In the process, he did not attend 

d sufficiently to his duties as chief of his team. Neither was he able to 

establish good working relations with his counterpart, the Director of 0HV. 

He was removed as chief of party in August 1980, approximately one Ve year 

after the signature of the contract. The administrative officerwas made 

acting chief of party and has remained so to this date--although the &mewot 

Director of OHV requested that he made permanent chief of party and 

that a senior agricultural officer by recruited to serve in a new
 

a Technical Coordinator position which would a replace one of
 

the agronomist positions.
 

The project agreement called for long term experts in credit, crops
 

(agronomist), animal traction, rice production, financial management and
 

administration (chief of party). Although included in the Request for Pro­

posal, the credit advisor was dropped by the Director of 0HV in the
 

contract negotiations. Included elsewhere in the agreement was the provision
 

of an engineer and equipment maintenance/spare parts expert for work on the
 

road construction activity. There has been dissatisfaction expressed by
 

the Director of OHV with various e members of the LBII team and an agronomist
 

and an engineer have been r replaced--as well as the. chief of party.
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RECOMMENDATIONS 

(27) That the following changes be made in the composition of the tech­

nical assistance team: 

a. The chief of party position should be filled by a senior agricul­

tural officer with experience in business or a successful cooperative 

and/or agricultural planning and management experience. 

b. The Administrative Officer (acting chief of party) be retained 

to S assist in carrying out management improvements within 0HV. 

c. The agricultural credit position be reinstated and filled as soon
 

as possible.
 

in the composition of the team
 

(28) That no other changes/e decided upon until the new chief of party
 

has been on board three months.
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V RECAPITULATION OF RECOMMENDAT'NS
 

(1) The statement of Project Purpose should be: '"Toincrease the productivity,
 

production and marketing of food crops in the Haute Vallee region.
 

(2) The term "food crops" should be understood in the general usage of the words,
 

i.e., to include, but not be limited to, cereals.
 

(3) That OHV and USAID, with the participation of the contractor, use the fore­

going to assist them in developing a long-term strategy for the project and
 

a medium-term plan, i.e., to the end of the current phase of the project.
 

(4) That OHV, in developing a strategy, seek the participation of its field
 

personnel as well as officials of the Ministry of Agriculture. Field
 

personnel should be encouraged to get inputs from their villages, particularl
 

as relates to those proposals for more village involvement in the program.,
 

(5) If no such strategy is prepared, or agreement cannot be reached on a
 

strategy or plan, that USAID use the foregoing presentation as a basis for
 

making decisions about proposals that may be made by OHV.
 

(6)If USAID cannot have a full time Project Manager on board in time to partici­

pate in the development of a strategy and other actions that will flow from
 

this evaluation, that AID/W be requested to provide someone on a 90-day TDY
 

to fill in until the arrival of the Project Manager and overlap with him.
 

(7) That a study be carried out as indicated above with the participationof the
 

LBII animal traction expert and a representative from the Division de
 

Machinisme Agricole. USAID should arrange for the participation of Robert
 

Shulman, if possible, the author of Strategy for the Advancement of Animal
 

Traction inMail.
 

(8) That OHV and LBII explore possibilities for leasing the animal traction
 

centers that have been constructed to private entrepreneurs for use in
 

purchasing oxen, fattening them, training them and selling them to farmers.
 

K'
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(9) That the blacksmith program be reviewed, focusing on the criteria for
 

selection of participants in the program, the training and follow-up
 

provided, and the results to date -- in terms of performance and in repay­

ment of debts. Such a review should be undertaken before additional funds
 

are put into the program.
 

(10) 	 That USAID do a financial review or request an audit of the use of
 

agricultural credit funds.
 

(11) 	 That USAID make no further funds available for the Credit Fund, and request
 

that OHV not use the loan recoveries from prior AID-funded loans, until the
 

following actions have been taken:
 

a. A short-term credit advisor has been recruited to help the OHV
 

set up a centralized loan accounts system and modify the field
 

systemas necessary.
 

b. Agreement is reached that the requirement for down payments will
 

be discontinued immediately and provisions made for lower payments
 

on loans during the first two years. Also that the work oxen
 

insurance program be initiated in the coming campaign.
 

c. A short-term logistics planning advisor has been recruited to
 

review the OHV system for planning, purchasing and distributing
 

production inputs, agricultural equipment and work oxen.
 

d. Agreement is reached on the recruitment of a long-term credit
 

advisor for a tour of at least one year.
 

e. Agreement is reached on increasing the amount of credit available
 

to producers of cereals, even if they are not producers of cotton.
 

f. Either the GRM provides OHV with an alternative source of funds
 

for financing production inputs (i.e., campaign loans) or a pro­

cedure isworked out for purchases in the U.S. Also a pricing
 

policy (or GRM subsidy reimbursement to OHV) is established which
 

will ensure that the Credit Fund will not be de-capitalized.
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g. A procedure is agreed to for sending joint OHV-USAID teams to
 

the field to establish loan records that will become the basis
 
for the new credit system.
 

(12) 	 That arrangements be made to do a survey of the availability of Commission
 
de Vulgarisation, village associations, etc., and the feasibility of their
 
use in the administration of the credit program. The survey should identify
 
other possible ways of involving the villagers directly in the administratiot
 
of the program. USAID should rescind PIL No. 4 provisions regarding the
 
village role in credit administration. They survey should be initiated in
 
time to put its recommendations into effect for the 1983/84 campaign.
 

(13) 	 That the long-term Credit Advisor work with appropriate officials of OHV,
 
USAID, the Technical Assistance team and research organizations in the area
 
to develop means of using credit to foster small-scale private enterprise
 
activity in the region which would improve services to the farmer (e.g.,
 
equipment repair or fabrication) and/or lead to increased production either
 
through farming larger areas or obtaining higher yields (e.g., tractor
 
rental or other equipment rentals).
 

(14) 	 That the long-term Credit Advisor and his OHV counterpart maintain close
 
contact with BNDA so that the system evolving in OHV is as compatible as
 
possible with BNDA's to facilitate the transfer of the administration of
 
the OHV credit system to BNDA at an appropriate time.
 

(15) 	 That the decision to drop the engineer position be reconsidered and post­
poned for at least a year.
 

(16) 	 That USAID-OHV-LB11 management give urgent attention to ensure that immediate
 
decisions and actions are taken that are necessary to assure that road con­
struction starts as soon as the rains permit and will continue without
 
interruption throughout the dry season. This would include at least the
 
following:
 

a. Expediting the signature of the OHV-TP contract.
 

b. Settling the funding control and accounting issues. 
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c. Establishing clearly (i.e., in writing in appropriate documen­

tation that the LBll engineer is responsible for construction
 

supervision and that LBll is responsible for spare parts procure­

men f.
 

d. Reviewing the plan for the coming construction season to ensure
 

its feasibility and to preclude ending up at the end of the
 

season with partially complete road segments that will have to
 

be reworked the following season. This may mean changing road
 

priorities to fit the available material, e.g., drainage material.
 

(17) Within the next three to six months, USAID management should initiate a
 

dialogue with the GRM(Anisters of TP, ean and fnance at a minimum)about 

possible solutions to the road maintenance problems and suggest a special
 

conference to deal with the problem. In preparation, therefore, the
 

following actions are.recommended:
 

a. Meet with other donors who are financing road construction in
 

Mali with a view to (1)developing information on various types
 

of primary and secondary road maintenance programs that have been
 

established in other countries in West Africa or elsewhere with
 

similar conditions; and (2)developing support for the special con­

ference with the GRM to develop a long-term road maintenance
 

strategy and plan which the donors would be prepared to support.
 

b. Request AID/W Office of Evaluation and the Development Infomration
 

Service to provide information on decentralized road maintenance
 

programs. Specific attention should be paid to the USAID project
 

in West Cameroon in the early 60's and to the possibilities of the
 

use of animal traction as practiced in the U.S. some 45 years ago,-­

see Roush to Eldredge and Anders cable of 8/31/81 (Bamako 5350).
 

c. Request the assistance of REDSO engineers in analyzing the information
 

received and participating in the proposed conference if the GRM
 

accepts the proposal.
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(18) 	 That no further road construction m be financed in 1983 if a road main­

tenance strategy and plan has not been developed prior to that time.
 

(19) 	 That the modified Duffy proposal for the health component of the Operation
 

Haute Vallee project, as further modified by Goodrich in his Health Component
 

Analysis paper of September 10, 1981, be submitted to the GRM Ministry of
 

Health for its approval. If approved by the MOH, that the health component
 

be funded and implemented in accordance with Goodrich's suggestions.
 

(20) 	 That USAID suspend its support to the FL component at the end of 1981 unless
 

action is taken in the meantime to:
 

a. Improve the management of the OHV FL program;
 

b. Improve the OHV-DNAFLA coordination and cooperation in field
 

activities;
 

c. Account for the FL commodities provided under the project and
 

establish a reliable system for distribution of needed materials 
to the villages on a timely basis; and
 

d. Provide a work plan and budget by October 31 for translating into 

Bambara and distributing by February 1982 the technical materials 

that have been provided to the OHV FL coordinator. 

(21) 	 That more linkage be established between USAID, DNAFLA and OHV: e.g.,
 

establish regular high level meetings for planning, monitoring and supporting
 

the component. Particular emphasis should be placed on finding ways to make
 

the program more responsive to villagers' needs and more easily supported
 

by the villages. The group should also focus on other recommendations in
 

the FL working paper such as focusing on quality rather than quantity,
 

insuring adequate vehicle support for the OHV coordinator and his assistant,
 

instituting a data collection system for evaluating benefits of the program,
 

improving the women's program, developing a system for establishing unit
 

costs and other administrative improvements.
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(22) 	 That the USAID and OHV directors hold semi-annual review meetings on the
 

program. One should be held in November to review the adequacy of planning
 

for the next year's program (begins in January). The second meeting should
 

be held in June or July to review the results of the campaign and to give
 

guidance for the planning of the following year's campaign.
 

(23) 	 That the USAID Director not approve the contract for the construction work
 

at the Bancoumana polder until there has been a thorough joint OHV-USAID
 

review of the activity and all of the issues raised herein--technical,
 

economic and management--and USAID has established through on-site visits
 

that the farmers at Bancoumana understand fully the plans for the rehabili­

tation and subsequent management and maintenance of the polder, including­

their role and responsibilities, and that they are in agreement therewith.
 

(24) 	 That the siting of the garage be reviewed with a view to having it located
 

next to the headquarters building if there would be minimal increase in
 

cost.
 

(25) 	 That any field construction be in "banco" so that whatever money is'avail­

able can go as far as possible. Further, that such construction be done with
 

local contractors or chefs de chantier who are familiar with a banco con­

struction. Further, that LBII hire a local engineer with similar experience
 

to supervise the activity.
 

(26) 	 That n9 complete review
T4eld construction be approved until there has been a 


of the project budget and priorities established for the balance of the
 

project, taking into account commitments already made, likely expenditure
 

rates, the maximum pipeline level that will be acceptable to AID/W, etc.
 

(27) 	 That the following changes be made in the composition of the TA team:
 

a. The chief of party position be filled by a senior agricultural 
officer with experience in business or a successful cooperative
 

and/or agricultural planning and management experience.
 

b. The administrative officer (acting chief of party) be retained to
 

assist in carrying out management improvmenents within OHV.
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c. The agricultural credit position be reinstated and filled as soon
 

as possible.
 

(28) 	 That no other changes be decided upon in the team composition until the new
 

chief of party has been on board three months.
 



Annex A
 

Project Background Information
 

The Haute Vallee Region:
 

Haute Vallee project area covers about 13,800 ki2 and lies on both 
sides of the Niger River between Bamako and the Guinea border. Although the 
capital city of Bamako falls within the area, the city and its environs, as 
well as the State Farm at Baguineda, are excluded from the project area. On 
the left bank of the Niger River, a plain, dissected during the rainy season 
by numerous streams, slopes gently to the river. On the right bank, tbere is 
a well-defined terrace above the flood plain. Two major tributaries, the 
Sankarani and the Fie, intersect this plateau, forming a peninsula. The Niger 
flood plain varies around 5 km in width. No detailed hydrogeological survey 
of the area has been carried out, but, it does not appear likely that high­
yielding acquifers exist in the area. About 35 percent of the area's.soils 
are suitable for agriculture and include 10 percent hyrodomophic soils and 25 
percent alluvial soils containing rapidly decomposed organic material, includ­
ing varied alluviums (20 percent) sandy flood plain soils (2 percent), and
 
rerruginous tropical hydromorphs (3 percent).
 

The Selingue Dam, on the Sankarini River which feeds into the Niger,

borders the project area and issheduled for completion in 1980. It will have 
a road across the top, with year-round all-weather access to Bamako, via the 
Bamako-Ivory Coast highway. Water from the dam will be available for irriga­
tion downstream along the Sankarani river via pumping. Almost 30,000 ha of 
land could be put under irrigated cultivation once the Selingue Dam irrigation
outlet work is completed. The electric power there will serve primarily Bamako. 

The Haute Vallee has a Sudanese climate characterized by a well-define 
wet season (approximately mid-June to %id-October, with some rains occurring in 
April-May). Annual. rainfall is roughly equivalent to that in North Carolina 
and varies from 1,300 mm in the south to about 1,000 mm in- the north. Average 
temperature at Bamako is 84 0 F, varying from a monthly maximum of 102OF in April 
to a minimum of 620 F in December.
 

The population of the project area totals about 211,000, of whom about 
25 percent in the Niger right bank districts-45 percent in the left bank dis­
tricts, and 30 percent in the Kati district. (This fig&n'e does not take into 
account the city of Bamako, whose population is estimated, at more than 400,000) 
Population density is low, averaging 12 persons/kmi2. Ab6t 94 percent of the 
total population is engaged in agriculture, and the people" live in over 200. 
rural villages and several small towns. The 1977 "Socio-economic study of the 
Haute Vallee" by ZER shows that there are about 16,000 farm families in the 



The Haute Vallee is a classic case where poor tzansportation 

is the major limiting factr to increased agriculturalinfrastructure 
road network cons.ists of about 230 km of

production. The present 
roads on the western side of the Niger River. Segments of this road 

sometimes become impassable during the rainy season. On the east side. 
area,

of the river, the Bamako-Ivory Coast road borders the project 
road passes through some 

and a new road connecting Selingue Dam to this 
are linked by well over a thousand

of the project area. These roads 
trails which are opened up after the rainy season by

kilometers of bush 
and which provide additional dry season access to most of 

the vila-,Rrs 

the area. These trails are closed during the rainy season due -o poor
 

and difficult stream crossings. Zmproved roads are at the

surfacing 

top of the faers' list of priorities since they become locked-in
 

during the rainy season.
 

Outstanding features of the existing situation in the project 
area
 

critical to understanding project design.
 

The Haute Vallee area has excellent agricultural potential 
for
 

many reasons.
 

- Annual rainfall equivalent to that of North CaZolina.
 

- Proximity to country's largest market, Bamako.
 

- Excellent existing potential in irrigated rice because
 

of the Niger and Sankarani-rivers. 
in irrigated rice- Exceptionally good future potential 

* when Selingue Dam is complited in 1980, allowing an 

additional 30,000 hectares downstream to be irrigated 

from dam discharges. 
- A regional and financially viable Operation (OEV) which 

most experts conclude ha4, a sound organizational structure 

which needs no major changes - just assistance. 
support- An on-going functional literacy program to which 

could be given so that it can become a better instrument 

for introducing improved cultal practices and technology
 
to farhers.
 

c€ on dialect throughout the region
- The existence of one 
and the absence of major conflicts between ethnic groups.
 

A very strong village structure which is a1ready being used
 -
effectively in OV'I on-going farm implemeht supply systems. 

- The widespread use, and7cultural acceptance,-throughout the 

project area of animal traction. 
- The exceptionally good receptivity of villagers, GRM officials 

project to increase agricultureand OEV staff/field agents to a 

if the roads are
productivity, production and marketing ­

improved.
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IMPONTANT ASSUWTIONS 
AI2IlOM for astaltopic 

1. WIN will continue te Live priority
 
support to rural uni agricultural
 

development. 
2. Price received by target farmers 
for food crops viii be sufficiently 
high on to generate aura cash, from 
employing liap-uved Loclasolugy. 

Ausirsvlatirsr 

An eftectLve and viable credit 
system to in operation. 
UIV staff trained end expanded 

danifictntly.
 
Official producer prices ai food orops 
are reined nlgnificantly, or offical 
coumercializat in remaine nasr eximting 
jevuea.
 
|Warmers male lsne of support nytaimca its'oIcultur. health. literacy and reds 

uiae 

Person.m vl bouvls outills Iwi 
availablelorLrInInu iand stk fill 
available fur tus a 
fluid poultlam. 

IHumlbes of yung people leaving tUe 

il-ojuct Ulam Is -uedkcad uulmewlut. 

i 



MAG"TUDE OF OUTPUTS CONTINUM.....OUTPUTS CONTAINUED .... 

8. 8 animal traction schools in opera­in village along rivers. 
6. Feeder roads/trails rehabilitated and tion and 1,500 .farmers/oxen teams 

trained.improved, 
9,* 90 local- forgerons trained.7. Credit system re-desiged and operating 

10. 	 Statistical base and agriculturalandadditional credit offices in opera-
tion, and farmers increasing agricultural production inventory and forecast­

ing 	system completed (probability
production therefrom. 

areiL frame sample) and project8. Animal tracti=n schools ins lled au. in. 
evaluation plan written and pub­operation. 

lahed.9.. Some local blac. smths, traid by OH7 

11. 	OHV headquarters constructed,
and 	providing services to farhers, 
. four warehouses constructed, andmaking multicultivators/carts for OHV. 

OHV 	field office space expanded
10. 	First demographic/economic baseline 
in 6 villages.
survey in area completed by IER and 

More than a dozen OHV mechanics
project statistical evaluation plan 12. 
trained and value of equipment
written therefrom. 


addi- more than doubled.
11. 	OHV headquarters constructed and 

tional, warehouses and, field of ices
 
constructed.
 

12. 	 OHV auto garage staff' trained and 
equipped and providing professional­
level repair worIL on.OHV vehicles. 

'_3 	 Cf 



2 

AS3WMMMM (M S) 
1. 	 Qualified American technicians can be 

recruited and will be w1l4ng to work 
in Mali.. 


t:'Chntac'tr .scapable of n- serpar

technology toJ.local counterpar-tCs 


3. 	Vehicles, equipment and comodity ca 
be procured and ar.ived on ti3me. 

. Quali.fied Ma.lian for raining will be 
forthcomin. 

5. Proper final desian are completed on 
tip* prior to construction.. 

6. The new desig -edit system will bene­
fit the farmers of OHV. 

7. 	 GM will continue to study and evaluate 
the progress of the project. 

I'o9p
 

ASSURANCE 

1. 	 The GR and people of Haute Vallee 
want the project and are willing 

to 	wwk to make it a success. 
2. Milias are willin to learn from 

the technical assistance program
in 	al.. projects.

Shelter failties will be made 

available for he people and
 
VOZ'kS? of OHV. 
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